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ABSTRACT 
 
South Africa have some of the lowest employee engagement scores in the 
world. Leadership is a key determinant of employee engagement, but existing 
leadership theories and practices are often ineffective in more humanistic and 
collectivistic cultures like South Africa. To this end, Ubuntu and servant 
leadership is posited to positively influence organisational performance by 
increasing employee engagement.  
The primary objective of this study is to investigate perceptions regarding the 
impact of Ubuntu and servant leadership on employee engagement in private 
organisations of the Eastern Cape. A quantitative research design was utilised 
and yielded 428 usable questionnaires through nonprobability sampling.  
The empirical results revealed that the spirit of solidarity dimension of Ubuntu 
leadership influenced significantly and positively. Furthermore, it was found that 
survival and spirit of solidarity had a significant and positive influence on 
organisational performance as measured through the balanced scorecard 
(BSC). Servant leadership positively and significantly influenced employee 
engagement and organisational performance. In addition, it was found that 
employee engagement mediates the relationship between servant leadership 
and organisational performance. 
This study has made several significant empirical and theoretical contributions, 
and can be classified as one of the pioneering attempts to gather empirical 
evidence on how Ubuntu manifests in the workplace. The high convergent 
validity of the dimensions of Ubuntu leadership and comparisons to Servant 
leadership established in this study, provides some proof of its novel 
contribution towards leadership theory. A highly reliable and valid measuring 
instrument was developed to evaluate Ubuntu from a leadership perspective. 
This is a major empirical contribution as, at the time, there were no reliable 
scales available in South Africa to measure Ubuntu leadership. 
 
Keywords: Ubuntu leadership; Servant leadership; Employee engagement; 
Organisational performance; Balanced scorecard.  
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CHAPTER ONE  
BACKGROUND AND SCOPE OF THE STUDY 
 
 We believe that in the long run the special contribution to the world 
by Africa will be in this field of human relationships. The great powers 
of the world may have done wonders in giving the world an industrial 
and military look, but the great gift still has to come from Africa – 
giving the world a more human face.  
Steve Biko (cited in Broodryk, 2005:2) 
 
1.1 INTRODUCTION  
Based on data collected in 2013, industrial strike actions are projected to affect 
as many as 335 000 workers across various sectors of the South African 
economy (Gallup, 2013:59). This crisis is also reflected in the country’s 
employee engagement scores, as South Africa has one of the lowest employee 
engagement scores in the world (Gallup, 2013:59). The persistent labour 
unrests and industrial strike action have devastating consequences on the 
economy and society at large (Botiveau, 2014:128). South Africa’s Department 
of Labour reports a rise in the number of industrial strike actions, with 114 
incidents taking place in 2013 (DOL, 2013:1). Surveying a large number of 
South African workplaces, Gallup (2013) found a fundamental breakdown of 
trust between employees and organisational leadership. The meta-analysis 
surveyed respondents in 142 countries and found that only nine percent of 
South Africa’s workforce is actively engaged, whilst forty-five percent are 
actively disengaged. There is therefore a dire need to understand why South 
African employees are disengaged, and what causes employee-management 
relationships to deteriorate to the extent that strike action often results.  
Several scholars suggest that a new leadership paradigm is needed to reverse 
this negative trend, and to improve South Africa’s global competitiveness 
(Richardson, Cook & Hofmeyr, 2011; Bezuidenhout & Schultz, 2013). 
Increasingly, researchers are emphasising the need to study management 
practices required for the organisations of the future (Joubert & Roodt, 
2011:101). Western individualistic management paradigms are, however, 
considered wholly ineffective in collectivist communitarian cultures such as 
South Africa (Guma, 2012:1; Nkomo, 2006; Lutz, 2009:317). These authors 
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clearly illustrate that African managers need a management theory that is 
consistent with their communal cultures. Lutz (2009:317) asserts that African 
scholars need to determine how the virtues of Ubuntu management can relate 
to the real world of African business. This study is an attempt to address this 
need, by contributing towards the development of management theory that is 
appropriate to African organisations. The potential contribution of the study lies 
in the novel approach of utilising the indigenous knowledge-system of Ubuntu to 
improve employee engagement and organisational performance. 
In terms of referencing African leaders, Nelson Mandela is cited as an iconic 
South African leader who is the epitome of servant leadership (Nkomo, 2006:4). 
Mandela himself regards the virtues of Ubuntu distinctive to Africa, 
notwithstanding the universality of the human condition (Khoza, 2006). Kriek, 
Beaty and Nkomo (2009) suggest that the African concept of Ubuntu, which 
embraces hospitality, caring about others, being willing to go the extra mile for 
another and that a person is a person through other persons, is also consistent 
with the servant leadership approach. Covey (2006) agrees that a servant 
leadership approach might be particularly appropriate for South Africa because 
this model is characterised by moral authority, humility, service and sacrifice in 
order to foster trust and respect, which are the critical foundations of teamwork. 
The author offers Nelson Mandela as an example of a servant leader.  
Studying organisational leadership is ubiquitous with the measurement of 
organisational performance (DuBrin, 2012:6). Organisational performance 
measurement is rooted in the general management principles of planning, 
organising, leading and controlling (Du Toit, Strydom & Erasmus, 2010:228). As 
part of the control function of management, actual organisational performance is 
measured against strategic and operational objectives (Ireland, Hoskisson & 
Hitt, 2012:356).   
Developed by Kaplan and Norton (2005) in 1992, the Balanced Scorecard 
(BSC) approach is widely used by hundreds of leading organisations around the 
world to measure both financial and non-financial organisational objectives 
(Perkins, Grey & Remmers, 2014:148; David, 2010:167). Ireland, Hoskisson 
and Hitt (2012:357) define the balanced scorecard as a framework 
organisations use to verify that both financial and strategic controls have been 
established. Based on the comprehensive nature of the Balanced Scorecard 
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(BSC), the approach is used in this study to test perceptions of organisational 
performance. 
1.2 BACKGROUND TO THE STUDY  
Contemporary leadership theory is mostly derived from European and American 
philosophy and research (Werner, 2011:369; Shutte, 2001). The ensuing 
knowledge from these theories on leadership and management has been 
accumulated in developed Western and Eastern countries. African thought 
leaders are in agreement that there is a growing need for conceptualising and 
researching leadership in a distinctly African way (Luthans, van Wyk & 
Walumbwa, 2004; van Rensburg, 2007). The limited research on the topic of 
leadership in Africa has mainly served to train and enlighten leaders from these 
countries on how to manage their organisations more effectively in Africa, and 
not so much to proliferate and enhance indigenous knowledge (Walumbwa, 
Avolio & Aryee, 2011).  
Jackson (2002:471) stresses that the wholesale adoption of western human 
resource management (HRM) practices would be ineffective to manage people 
in countries with stronger humanistic cultures, as is the case with African 
countries. The suggested approach is a fusion of existing western HRM 
practices with indigenous systems like Ubuntu. Mbigi (1997) observed that 
enlightened organisations are attempting to integrate indigenous African 
approaches within their people management systems. It has become imperative 
to dismantle traditional corporate cultures focussed on western leadership 
notions, and to promote the development of a more inclusive organisational 
culture. This should be done while concurrently creating a set of leadership 
skills and competencies that enable globalisation processes (van der Colff, 
2003:257).  
Ubuntu is described as an ancient African worldview based on the primary 
values of intense humanness, caring, sharing, respect, compassion and 
associated values, ensuring a happy and qualitative human community life in 
the spirit of family (Broodryk, 2006:2). In the past two decades, Ubuntu has 
attracted much attention in African scholarship as an Afrocentric management 
paradigm (Guma, 2012:3). Mangaliso and Damane (2001) indicate that 
incorporating Ubuntu principles in management offers a superior approach to 
managing organisations. Organisations, as a community of employees, stand to 
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benefit from Ubuntu in the same way social communities benefit from Ubuntu 
principles. Employees and managers, in organisations where a strong 
organisational culture of Ubuntu exists, should therefore also experience similar 
feelings and attitudes of caring, respect, solidarity and humanness towards 
each other and the organisation at large. The expectation is that this should 
reciprocate higher levels of employee engagement, ultimately leading to the 
achievement of organisational goals and overall effectiveness.  
Similarities between Ubuntu and western leadership styles raise a significant 
question as to the uniqueness of Ubuntu leadership when contrasted to 
comparable western leadership paradigms like servant leadership. Furthermore, 
servant leadership has predominantly been developed and studied in western 
societies (Hale & Fields, 2007), and its relevance still needs to be empirically 
assessed in the African context.  The need for this study has been alluded to by 
Brubaker (2013:97), and can be summarised as follows: 
• Empirical research on the topics of Ubuntu and servant leadership is 
limited in South Africa 
• No valid scale exists to measure Ubuntu 
• The Ubuntu phenomenon has primarily been explored qualitatively 
and conceptually rather than quantitatively; and 
• There is still disagreement within the literature about the conceptual 
nature of Ubuntu within the organisational context. 
This study attempts to address this need by ascertaining if Ubuntu leadership 
differs from similar western leadership styles, like servant leadership, within the 
organisational context. The study adopts a quantitative research design and a 
new scale for measuring Ubuntu is designed herein. The Ubuntu concept is 
developed within the business management discipline as a leadership 
paradigm. This approach gives a new practical dimension to the concept, which 
has often been criticised as a purely philosophical concept, only applicable to 
traditional rural African communities (Metz, 2014:448).  
Measuring organisational performance is a critical aspect of organisational 
leadership, as continuous improvement of the organisation rests in its ability to 
continually evaluate organisational performance (Shahin, Naftchali & Pool, 
2014:292). A variety of performance metrics are used by organisations, but 
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traditional performance measurement systems are often criticised for too 
narrowly focussing on financial performance (Sim & Koh, 2001:18). For this 
reason, organisations are adopting the Balanced Scorecard (BSC) approach as 
a comprehensive measure of organisational performance (Shahin, Naftchali & 
Pool, 2014:292; Upadhyay & Palo, 2013:302; LaChance, 2006:7). The BSC 
approach is appropriate for this study, as it provides a range of balanced 
performance perspectives to measure perceptions regarding the outcomes of 
employee engagement. 
The ensuing sections of this chapter discuss the problem statement, research 
objectives, research questions and the research design objectives of the study. 
This is followed by an outline of the theoretical framework of the study and 
concludes by clarifying the constructs of the study, namely, Ubuntu leadership, 
servant leadership, employee engagement and organisational performance. 
1.3 PROBLEM STATEMENT 
A global meta-analysis reports that South Africa has one of the lowest 
employee engagement scores out of 142 countries studied (Gallup, 2013:59). 
The investigation found that only nine percent of the country’s workforce is 
engaged, whilst 45 percent are actively disengaged. The report further reveals 
that the low levels of engagement affect as many as 335 000 workers across 
various sectors of the economy, with dire consequences for organisational 
performance, including productivity and talent retention. Researchers frequently 
highlight the importance of studying employee engagement, due to the 
prominent impact engagement has on organisational performance (Coetzee, 
Schreuder & Tladinyane, 2014:1).  
Similar to the findings above, previous studies show the urgent need to improve 
employee engagement in the Eastern Cape. Charles and Chucks (2012:1) 
concluded that the absence of employee input in the form of improvement 
suggestion schemes negatively impacted employee engagement and the 
organisational growth of automotive component manufacturers.  In a sample of 
retail banks in the Amatola District, Banhwa, Chipunza, and Chamisa (2014:40) 
recommended that organisations explore employee engagement strategies to 
win the hearts of employees and attract talent. It was also found that job stress 
(related to burnout and disengagement) negatively impacted organisational 
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commitment in the Nkonkobe district (Ruzungunde, Murugan & Hlatywayo, 
2016). 
Authors found that declining organisational performance and, more specifically, 
productivity contribute significantly to these negative economic trends in South 
Africa (McCarthy, 2005:1; Klein, 2012:5). Jones (2014) confirms that South 
Africa’s labour productivity was measured in 2014 and found to be the lowest in 
46 years. The author reports an overall productivity decline of 41 percent since 
its peak in 1993. Tregenna (2012:171) concurs that the more labour-intensive 
sectors, in particular, contributed negatively to economic growth in South Africa. 
Mosai (2013) reports that for the period 2000 to 2011, output growth of 2.52 
percent was mainly driven by a high capital-labour ratio growth rate of 10.52 
percent. Considerably higher capital inputs (8.54%) were used as opposed to 
labour inputs (-1.79%).  
Persistent labour unrest and industrial strike action continuously plague 
organisations in South Africa and the Eastern Cape, with devastating effects on 
the economy and society at large (Botiveau, 2014:128). Bezuidenhout and 
Schultz (2013) state that for South Africa to remain competitive, effective 
leadership and engagement is required to address the devastating effect of 
industrial action. Richardson, Cook and Hofmeyr (2011:48) agree that the World 
Competitiveness Report of 2011, which ranks South Africa 52nd out of 59 
countries, clearly shows the need for more effective organisational leadership. 
The report shows a decline in competitiveness ranking of eight places, since the 
2010 report. Luthans, van Wyk and Walumbwa (2004) make reference to the 
fact that a number of managerial methods and approaches have been 
attempted in South Africa, with limited success. Kuada (2010:19) concurs and 
stresses that the dilemma of finding the most effective leadership style to 
improve organisational performance in Africa requires research attention.  
Several authors suggest that a new way of leadership thinking and further 
research is required for South Africa to remain globally competitive, and to 
reverse the trend of declining organisational performance (Joubert & Roodt, 
2011:101; Luthans et al., 2004; Muchiri, 2011:441). Bolden and Kirk (2009:69) 
and Muchiri (2011:443) propose that culturally appropriate leadership 
behaviours should be cultivated by developing an Afro-centric perspective on 
leadership. Muchiri (2011:443) states that it is important that leadership is 
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contextualised to take into account specific factors that characterise a region. 
The author maintains that there is a need to meaningfully integrate existing 
research findings and then design systematic and extensive research to unpack 
leadership phenomena in sub-Saharan Africa. Rothmann and Rothmann (2010) 
expand on this need stating that in order to address specific challenges, existing 
employee engagement models should be adapted to the South African context. 
In addition, Brubaker (2013:115) found that very little empirical research has 
been done on Ubuntu as a leadership construct and no valid scale exists to 
measure the construct. The author maintains that Ubuntu, as a management 
concept, has the potential to emancipate business in Africa from its colonial 
shackles.   
While leadership is one of the most researched topics in business literature, 
limited empirical and theoretical research has addressed management and 
leadership in Africa (Walumbwa et al., 2011:425). More pertinent to this study, 
Muchiri (2011:443) indicates that limited empirical work has been done on the 
relationship between Ubuntu leadership and follower engagement. Adopting the 
Ubuntu philosophy can lead to a highly collaborative and cooperative work 
environment (Regine, 2009). Through research, the author examines the extent 
to which employee engagement can be improved through the adoption and 
integration of Ubuntu leadership practices. The unique contribution of this study 
will, therefore, be to establish whether a relationship indeed exists between 
these two constructs. 
In a recent study, Carter and Baghurst (2014:455) similarly found that a 
research gap exists between servant leadership and employee engagement. De 
Sousa and van Dierendonck (2014:893) note that despite the seeming lack of 
studies in this area, there is some new empirical evidence of the positive 
relationship between servant leadership and employee engagement. This study 
will therefore attempt to fill this research gap by making an empirical 
contribution to the literature on the relationships between Ubuntu leadership, 
servant leadership, and employee engagement.  
Against this background, the main research problem to be addressed in this 
study is to investigate perceptions regarding the impact of Ubuntu and servant 
leadership on employee engagement in the workplace. 
 
 8 
  
1.4 RESEARCH OBJECTIVES 
The following section outlines the primary and secondary objectives of the 
study. 
1.4.1 Primary objective 
The primary objective of this study is to investigate perceptions regarding the 
impact of Ubuntu and Servant leadership on employee engagement in the 
workplace. 
1.4.2 Secondary objectives 
To achieve the primary objective, the following secondary objectives will be 
pursued 
• To conduct a literature review on Ubuntu leadership, servant leadership and 
employee engagement 
• To develop a valid instrument to measure Ubuntu as a leadership construct 
• To empirically assess perceptions regarding the impact of Ubuntu and 
Servant leadership styles on employee engagement 
• To develop a set of guidelines to improve organisational performance by 
integrating Ubuntu and Servant leadership practices with employee 
engagement initiatives.  
1.5 RESEARCH QUESTIONS 
The study will attempt to answer the following research questions: 
1.5.1 Main research question 
To what extent can the concepts of Ubuntu and Servant leadership be utilised 
by organisational leaders to engage employees, in order to improve 
organisational performance?   
1.5.2 Research sub-questions 
RQ1: What is the relationship between Ubuntu leadership and employee   
engagement? 
RQ2: What is the relationship between Servant leadership and employee 
engagement? 
RQ3: Does an Ubuntu leadership style influence organisational performance 
when mediated by employee engagement? 
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RQ4: Does a Servant leadership style influence organisational performance 
when mediated by employee engagement? 
RQ5: Does Ubuntu leadership have a significant direct influence on 
organisational performance? 
RQ6: Does Servant leadership have a significant direct influence on 
organisational performance? 
1.6 CLARIFICATION OF CONCEPTS 
The following section serves to clarify the key concepts that form part of the 
study. The aim is to contextualise these concepts and their relevance to the 
overall study. 
1.6.1 Ubuntu 
According to Bonn (2007:383), there is no consensus found in English literature 
on what is meant by the term “Ubuntu”. Kamwangamalu (1999) and 
Newenham-Kahindi (2009) define Ubuntu as a multidimensional concept that 
represents the core values of African ontologies of respect for any human 
being, for human dignity and for human life, collective sharing, obedience, 
humility, solidarity, caring, hospitality, interdependence, and communalism. 
Broodryk (2006:2) defines Ubuntu is an ancient African worldview based on the 
primary values of intense humanness, caring, sharing, respect and compassion. 
Karsten and Illa (2005:607) concur that Ubuntu can be defined as humaneness, 
“a pervasive spirit of caring and community, harmony and hospitality, respect 
and responsiveness, that individuals and groups display for one another”.  
Ubuntu is frequently defined in terms of its etymology of “Ubu-” meaning “being” 
or “being becoming” and “ntu” meaning “human”, which translates in English to 
humanness or humanism (Guma, 2012:3; West, 2014:48). The meaning of the 
word is captured in the African aphorism of “muntu, umuntu ngabantu” 
translated as “I am because we are” or “a person becomes a person through 
other persons” (Guma, 2012:3). For the purpose of this study, Ubuntu will be 
defined as a set of leadership behaviours that embody and exhibit intense 
humanness, caring, respect for others, collective sharing, and interdependence.  
1.6.2 Servant leadership 
A servant leader is defined as a leader who practices placing the good of 
followers over the self-interest of the leader (Hale & Fields, 2007:397; Irving, 
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2005; van Dierendonck, 2011). The leadership style is characterised by various 
leader behaviours and characteristics, including, but not limited to:  
• Service, humility and vision (Hale & Fields, 2007:398) 
• Altruistic calling, emotional healing, persuasive mapping, wisdom and 
organisational stewardship (Mahembe, 2013:2) 
• Moral authority, humility, service and sacrifice (Covey, 2006) 
• Empowering and developing people, humility, authenticity, interpersonal 
acceptance, providing direction, and stewardship (van Dierendonck, 
2011:1232) 
For the purpose of this study, servant leadership is defined as the ability to 
influence followers by having a high regard for their interests over the self-
interest of the leader.  
1.6.3 Employee engagement 
Employee engagement is defined differently by organisations and authors. 
Vance (2006:2) explains that there are common themes that emerge, including 
employees’ satisfaction with their work and pride in their employer. It also 
includes the extent to which people enjoy and believe in what they do. Stockley 
(2007:1) defines engagement as the extent to which an employee believes in 
the mission, purpose, and values of an organisation and demonstrates that 
commitment through their actions as an employee, and their attitude towards 
the employer and customers. Employee engagement is also defined as the 
extent to which an employee believes in the mission, purpose and values of an 
organisation. It demonstrates commitment through their actions as employees 
and their attitude towards meeting the employers’ and customers’ needs. This 
ultimately increases organisational performance (Stockley, 2007:1).  
Engagement measures the level of connection employees feel with their 
employer, as demonstrated by their willingness and ability to help the 
organisation succeed. This is, by and large, achieved by providing discretionary 
effort on a sustained basis (Gebauer, 2008). Du Plooy and Roodt (2010:2) 
emphasise the importance of distinguishing between different types of 
engagement found in literature. Engagement types differ because the 
antecedents (drivers) and consequences (outcomes) are different. Du Plooy 
and Roodt (2010:2) identified the following types of engagement: 
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• job engagement 
• organisation engagement  
• personal engagement, 
• burnout/engagement 
• work engagement 
• employee engagement. 
 
The focus of this study will be on employee engagement. The different types of 
engagement will be elaborated on in the literature review chapter. For the 
purpose of this study, employee engagement is defined as the extent to which 
employees exhibit desirable workplace behaviour and sustained discretionary 
effort towards achieving personal and organisational goals.    
1.6.4 Organisational performance 
David (2010:343) defines the measurement of organisational performance as 
the activity of comparing expected business results to actual results, 
investigating deviations from plans, evaluating individual performance and 
examining progress being made toward meeting stated objectives. 
Organisational performance is considered to be a multi-dimensional concept. 
Sim and Koh (2001:18) further state that traditional performance measurement 
systems are too narrowly focussed on financial measures and functional level 
performance and, as a result, they often fail to enhance long-term business 
success. Ireland et al. (2012:357) state that this concern is addressed by 
utilising a balanced scorecard (BSC) approach, consisting of measuring 
financial performance, customer performance, internal process performance, 
and learning and innovation performance. For the purpose of this study, 
organisational performance is defined as the desired outcomes of 
organisational activities that lead to business success. The outcomes of 
leadership and employee engagement are measured on the four dimensions of 
organisational performance of the BSC, as previously mentioned. 
1.7 THEORETICAL FRAMEWORK 
The three main theoretical landscapes that form the basis for this study are 
social learning theory, social axiom theory, and attribution theory. The purpose 
of this section is to anchor the study in existing theory. Only the most likely and 
relevant theoretical constructs that underscore the study will be outlined.  
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1.7.1 Social Learning Theory 
Goodenough (1973) states that culture “consists of standards for deciding what 
can be, standards for deciding how one feels about it, standards for deciding 
what to do about it, and standards for deciding how to go about doing it”. The 
concept of culture is not confined to material artefacts, or observed traditions, 
but rather it is “what is learned, meaning the things that need to be done in 
order to meet the standards of others”. This statement anchors Ubuntu, as a 
cultural behaviour mechanism, in social learning theory. It holds that people 
actively observe their material, interpersonal, social and spiritual universe, 
gauging its opportunities and constraints and evaluating its reinforcements and 
contingencies (Leung et al., 2002:289). Furthermore, individuals learn by 
modelling the behaviours, values and attitudes of the role models and leaders in 
their environment (Brown & Treviño, 2006).  
1.7.2 Social Exchange Theory 
Social Exchange Theory (SET) holds that social exchange involves a series of 
interactions between parties that are in a state of reciprocal interdependence, 
and these interactions ultimately generate reciprocal obligations (Cropanzano, 
2005:875; Saks, 2006:603). Stated differently, individuals view relationships as 
an exchange of tangible and intangible resources, reciprocating the support and 
assistance received from others (Banihani, Lewis & Syed, 2013:403). 
Engagement forms part of SET based on this reciprocal relationship. There is 
reciprocal interdependence between the organisation (employer) who provide 
economic benefits of income, and the individuals in the organisation 
(employees) who get the work required by the employer done (Rothmann & 
Rothmann Jr, 2010). Schaufeli and Bakker (2004) maintain that SET explains 
the relationship whereby engaged employees prefer to stay in the organisation 
(low intention to quit) in response to receiving job resources in the form of 
opportunities for learning, growth and development from the organisation. 
1.7.3 Social Axiom Theory 
Leung et al. (2002:289) state that prior research was guided by value 
dimensions, for example, the classic study of Hofstede (Hofstede, 1980), as 
constructs in cross-cultural research. This approach has limitations as it only 
takes cognisance of national level cultures and, therefore, research findings 
cannot effectively be extrapolated to individuals’ behaviour within cultures. The 
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author maintains that beliefs are often more useful than values in explaining 
specific individual cross cultural behaviours. Beliefs are very general and can 
relate to social behaviours across various contexts, actors, targets, and time 
periods. These generalised beliefs are labelled social axioms. The term “axiom” 
is borrowed from the discipline of Mathematics since, in mathematical 
assumptions, beliefs are basic norms that people endorse and use to guide 
their behaviour in different situations. Furthermore, these beliefs are often 
assumed to be true because of personal experience and socialisation, but not 
because they were scientifically validated as such.  
The focus on social learning theory and social axioms is of particular relevance 
in this study, since the social dimensions of Ubuntu, as found in African culture, 
are ultimately individuals’ non-validated beliefs about their interactions with 
others and their environment. Mangaliso and Damane (2001:24) posit that the 
philosophical thought system of Ubuntu is a product of various factors including 
history, folklore, mythology, culture, norms, values, and religious beliefs. These 
beliefs manifest in observable workplace behaviour through the social attitudes 
of individuals in the workplace. 
1.7.4 Attribution Theory 
Leadership is defined as the ability to inspire confidence and support among 
people who are needed to achieve organisational goals (DuBrin, 2012:2).  Du 
Toit, Erasmus and Strydom (2010:210) concur and define leadership as the 
process of influencing employees to willingly work towards the achievement of 
organisational objectives. The ability of leaders to inspire and influence 
followers is based on the attribution theory, that is, the theory of how the causes 
of events are explained and perceived (DuBrin, 2012:9).  
Martinko, Harvey and Douglas (2007:563) traced the origins of attribution theory 
to Fritz Heider in his now seminal work, The Psychology of Interpersonal 
relations. Heider’s theory holds that attributions are the result of the 
fundamental cognitive processes by which people ascertain cause and effect so 
that they can solve problems and become more effective in their interactions 
with their environments. The theoretical underpinning for this study is that 
leader attributes, like Ubuntu and being a servant leader, result in positive 
cognitive processes in followers, according to the attribution theory. Effective 
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leadership interactions therefore result in engaged employees. Engaged 
employees, in turn, influence the organisational environment through various 
performance outcomes. 
1.8 PROPOSED HYPOTHETICAL MODEL 
The study will attempt to show the extent to which Ubuntu leadership and 
Servant leadership influence the degree of employee engagement, and that this 
could result in the improvement of organisational performance. Based on the 
preliminary literature review, the hypothesised model in Figure 1.1 is proposed. 
The relationships between the constructs, as well as the underlying variables, 
were established from models in previous studies, as follows: 
Ubuntu leadership 
• Poovan et al. (2006:21) documented the relationship between Ubuntu social 
values of survival, solidarity, compassion, and dignity and respect as having 
a positive influence on team effectiveness and organisational effectiveness.  
• Broodryk (2006) describes the variables of interdependence, communalism, 
humanness, caring and sharing, and dignity and respect as elements 
underlying the Ubuntu way of life.  
• Brubaker (2013:104) compared the relationship between servant leadership 
behaviours and organisational effectiveness with Ubuntu-related leadership 
behaviours and perceived leader effectiveness.  
Servant leadership 
• De Sousa and van Dierendonck (2014:878) found a positive relationship 
between servant leadership and employee engagement when moderated by 
organisational empowerment.  
• Carter and Baghurst (2014) similarly established that certain themes of 
servant leadership positively influence employee engagement while 
contributing to employee loyalty in the workplace.  
 
Employee engagement 
• Wildermuth and Pauken (2008a) documented the relationship between 
various leadership styles and practices and employee engagement.  
Organisational performance 
• The Corporate Leadership Council (2004) reported that the rational and 
emotional commitment of organisational leaders fostered employee 
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engagement. The authors documented organisational performance as an 
outcome of employee engagement.  
• Richardson et al. (2011) found that the financial measures of profitability 
(sales revenue minus cost) were significantly higher in organisations with 
higher levels of employee engagement.  
• Upadhyay and Palo (2013:303) confirmed the relationship between 
employee engagement and customer satisfaction dimensions and 
productivity. The authors also found a reciprocal positive relationship 
between employee engagement and the balanced scorecard, when 
employees are involved in the balanced scorecard implementation.  
• Sim and Koh (2001:21) included the variables of quality performance, 
customer-perceived product performance, and customer complaints in their 
model of business performance.  
 
The above variables and relationships will be discussed at length in Chapter Six 
of this study. Based on the models identified in the research above, the 
hypothesised model illustrated in Figure 1.1, below, was developed.  
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Figure 1.1: Proposed Hypothesised Model  
 
Source: Constructed by Author.  
Figure 1.1 hypothesises that a relationship exists between the four dimensions 
of Ubuntu leadership and the mediating variable of employee engagement. It is 
hypothesised that the independent variables of survival, spirit of solidarity, 
compassion, and dignity and respect will positively influence the followers’ 
perceptions of the leader’s behaviour. These positive behaviours should enable 
the leader to effectively engage employees (H1a – H1d). Similarly, Servant 
leadership behaviours are hypothesised to positively impact employee 
engagement (H2). Leedy and Ormrod (2009) state that a mediating variable is a 
third variable that alters the nature of the relationships between two variables. 
Therefore, it is proposed that employee engagement mediate the relationship 
between the dimensions of Ubuntu (H1a –H1d) and Servant leadership (H2), and 
organisational performance (H3a – H3d). Ubuntu and Servant leadership are 
therefore hypothesised to have a positive relationship with employee 
engagement which should, in turn, improve organisational performance. The 
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direct relationships between the dimensions of Ubuntu leadership (H4) and 
organisational performance, and Servant leadership (H5) and organisational 
performance are also hypothesised.  
Based on the literature review and research objectives, the following research 
hypotheses will be tested: 
H1a:   There is a positive relationship between the Ubuntu leadership value 
survival and employee engagement. 
H1b:  There is a positive relationship between the Ubuntu leadership value 
spirit of solidarity and employee engagement. 
H1c:  There is a positive relationship between the Ubuntu leadership value 
compassion and employee engagement. 
H1d:  There is a positive relationship between the Ubuntu leadership value 
dignity and respect and employee engagement. 
H2:   There is a positive relationship between Servant leadership and 
employee engagement. 
H3a:  There is a positive relationship between employee engagement and 
financial performance. 
H3b:  There is a positive relationship between employee engagement and 
customer performance. 
H3c:  There is a positive relationship between employee engagement and 
internal process performance. 
H3d:  There is a positive relationship between employee engagement and 
learning and innovation performance. 
H4: There is a positive relationship between an Ubuntu Leadership style and 
organisational performance. 
H5: There is a positive relationship between Servant Leadership and 
organisational performance. 
In addition to the hypotheses developed for the relationships between the model 
variables of the study, the following hypotheses were developed to evaluate the 
influence of demographic variables on the independent and mediating variables 
of the study.  
H6:  Age significantly influences perceptions of leadership style and employee 
engagement. 
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H7:  Gender significantly influences perceptions of leadership style and 
employee engagement. 
H8:  Ethnic classification significantly influences perceptions of leadership style 
and employee engagement. 
H9:  Highest qualification significantly influences perceptions of leadership style 
and employee engagement. 
H10: Position in organisation significantly influences perceptions of leadership 
style and employee engagement. 
H11: Length of current employment significantly influences perceptions of 
leadership style and employee engagement. 
H12:  Employment size significantly influences perceptions of leadership style 
and   employee engagement. 
H13: Organisation’s years in existence significantly influence perceptions of 
leadership style and employee engagement 
H14: Main activity of the organisation significantly influences perceptions of 
leadership style and employee engagement. 
1.9 RESEARCH METHODOLOGY 
1.9.1 Research paradigm 
Two main paradigms are identified in research, namely, the positivistic 
(quantitative) and phenomenological (qualitative) paradigms (Collis & Hussey, 
2003:47). The phenomenological paradigm is concerned with understanding 
human behaviour from the participants’ own frame of reference. Leedy and 
Ormrod (2009:141) state that a phenomenological study attempts to understand 
people’s perceptions, perspectives and understandings of a particular situation. 
The positivistic paradigm seeks the facts or causes of social phenomena with 
little regard for the subjective state of the individual. The positivistic paradigm is 
adopted in this study. Ubuntu and Servant leadership are posited to positively 
influence employee engagement and organisational performance.    
1.9.2 Research approach 
The descriptive research approach seeks to describe the characteristics of 
people, groups and organisations or environments (Zikmund et al., 2009:54), 
while exploratory research attempts to explore social phenomena where there is 
limited prior understanding of the research problem (Matthews & Ross, 
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2010:57). This study follows both the descriptive and exploratory research 
approach. Matthews and Ross (2010:57) state that research often falls into 
more than one category, as there is more than one research question to be 
answered. 
The determinants and outcomes of employee engagement are fairly well 
documented in prior research, but will be further described with specific 
reference to the Eastern Cape Province in this study. The relationship between 
Ubuntu and Servant leadership and employee engagement poses a significant 
research gap. Researching the relationships between these constructs is 
exploratory in nature.  
1.9.3 Population 
A population or universe is defined as any comprehensive body or group of people, 
or any assortment of items under consideration for the purpose of conducting 
research (Collis & Hussey, 2009:56). The population of this study is all 
employees who have a direct superior (leader), and who are employed in 
privately-owned organisations situated in the Eastern Cape Province of South 
Africa.  
1.9.4 Sampling design 
A sample is a subset of a population or group of participants carefully selected 
to represent the population and the main interests of the study (Collis & Hussey, 
2003:56). Nonprobability sampling is a technique whereby units of the sample 
are selected on the basis of personal judgement or convenience, and the 
probability of any particular member of the population being chosen is unknown 
(Zikmund et al., 2009b:395). For the purpose of this study, nonprobability 
convenience sampling was used. Small, medium and large organisations, which 
are known to the author or conveniently accessible, were approached to 
participate in the study. 
Matthews and Ross (2010:166) indicate that the initial sampled group is often 
part of a bigger network. For this study, snowball sampling was employed by 
requesting that respondents identify further potential respondents deemed 
appropriate for inclusion. Snowball sampling was also employed through the 
online administration of the questionnaire, using survey software. Respondents 
were requested to provide referrals by providing e-mail contacts in their 
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personal and professional networks. Automated invitations were sent to the 
identified e-mail referrals. The convenience sampling method was therefore 
combined with snowball sampling to increase the sample size. The targeted 
sample was 400 respondents.  
1.9.5 Data collection 
Both primary and secondary data will be collected for the study. 
(a) Secondary data 
Secondary data is defined as data that has already been produced by others 
(Matthews & Ross, 2010:285). In this study, secondary data will be collected by 
means of an extensive literature review of the theoretical constructs: Ubuntu 
and Servant leadership, employee engagement and organisational 
performance. The review will describe these theoretical perspectives and review 
previous research findings. The review will be conducted using national and 
international library databases of peer-reviewed journal articles and reports, 
including: Sabinet, SAe publications, Emerald, JSTOR, EBSCOhost, Google 
Scholar, ScienceDirect and SAGE.  
(b) Primary data 
Zikmund et al. (2009) define primary data as data collected and assembled 
specifically for the current study. Ghauri and Gronhaug (2010:118) state that 
surveys using questionnaires are effective tools to garner opinions, attitudes 
and descriptions as well as for capturing cause-and-effect relationships.  The 
primary data for this study will be collected by employing the survey method 
using a combination of self-administered and online questionnaires. The 
primary objective will be to elicit perceptions of respondents regarding Ubuntu 
and Servant leadership behaviours, and the effect these have on employee 
engagement and organisational performance.  
1.9.6 Questionnaire design 
The measuring instrument used in this study was a combination of self-
constructed questions obtained from the literature review, and reliable and valid 
items from instruments used in previous items. The understanding of the 
respondents was increased by including definitions and descriptions of 
variables in the measuring instruments. Questions were kept short and concise 
to further enhance the quality of the research instrument. Cleaning of the 
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questionnaire was achieved by avoiding double-barrelled and negatively 
phrased questions (Ghauri & Gronhaug, 2010:124). 
The items were anchored on a seven-point Likert-type scale (Sections A – D), 
that ranges from (1) strongly disagree to (7) strongly agree. Respondents were 
required to indicate their level of agreement with the statements by marking the 
appropriate statement (Collis & Hussey, 2009:184).  
The questionnaire consisted of statements covering the following sections: 
Section A: Perceptions regarding Ubuntu leadership 
Section B: Perceptions regarding Servant leadership 
Section C: Perceptions regarding employee engagement 
Section D: Perceptions regarding organisational performance 
Section E: Biographical information (nominal scale) 
1.9.7 Pilot study 
Researchers often conduct a brief exploratory study, known as a pilot study, to 
assess the effectiveness of procedures, questionnaires and methods of analysis 
prior to undertaking the actual field research (Leedy & Ormrod, 2009:110). A 
pilot study was conducted to assess the validity and reliability of the 
questionnaire for this study. A sample of thirty participants and subject matter 
experts was targeted to complete the questionnaire. Feedback was elicited from 
pilot respondents to assess the understanding of operational definitions, clarity 
of questions and potential misunderstandings (Matthews & Ross, 2010:65).   
1.9.8 Reliability 
Reliability is the consistency with which a measuring instrument yields a certain 
result when the entity being measured has not changed (Leedy & Ormrod, 
2009:29). Cronbach’s alpha coefficient was used to assess the internal 
reliability of the questionnaire in this study. A Cronbach’s alpha coefficient of 0.7 
or greater was regarded as acceptable.  
1.9.9 Validity 
Validity is the extent to which the research findings accurately represent what is 
really happening in the situation (Collis & Hussey, 2009:186). Leedy and 
Ormrod (2009:28) agree that validity is the degree to which the measuring 
instrument measures what it intends to measure. There are different types of 
validity techniques that the researcher may use. The two types of validity 
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assessment techniques used in this study are face and content validity, and 
construct validity. 
(a) Face and Content validity 
Zikmund et al. (2009) define content validity as the degree to which a measure 
covers the domain of interest. Content validity assesses whether the items in 
the questionnaire capture the entire scope, but do not go beyond the concept 
being measured. Leedy and Ormrod (2009:92) state that the judgement of the 
measuring instrument by a panel of experts, is a credible means to obtain an 
informed opinion on the content validity of an instrument for measuring a 
characteristic in question. For this study, the content validity was ensured by 
submitting the questionnaire to subject matter experts in the fields of Ubuntu 
and Servant leadership, and employee engagement. The questionnaire was 
also scrutinised by research experts. 
(b) Construct validity 
Construct validity relates to the problem that there are a number of phenomena 
that are not directly observable. Hypothetical constructs are assumed to exist as 
factors, which explain observable phenomena (Collis & Hussey, 2009:58). 
Zikmund et al. (2009:308) state that construct validity consists of several 
components, including convergent validity and discriminant validity. Convergent 
validity seeks to ascertain whether concepts that should be related are in fact 
related to each other. Highly reliable scales should therefore contain convergent 
validity. Discriminant validity, on the other hand, measures the uniqueness or 
distinctiveness of a construct. The technique holds that a scale should not 
correlate too highly with a measure of a different construct (Zikmund et al., 
2009:308).   
The constructs of the theoretical model in this study were subjected to factor 
analysis to determine convergent validity. The aim of the factor analyses was to 
determine whether each of the measurement scales only measures one 
particular construct. Stated differently, the tests aimed to determine whether 
each scale can be considered unidimensional.  
1.9.10  Data analysis 
Matthews and Ross (2010:317) state that data analysis is a collection of 
methods that describe, interpret, explain and evaluate the data collected in the 
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research project. Descriptive statistics to provide statistical summaries of data 
were calculated in this study (Struwig & Stead, 2013:165). The aim of 
descriptive statistics is to provide a coherent, simplified and overall picture of a 
large sum of data. Descriptive statistics were used to present frequency 
distributions of the data summarised by tables and charts. They were further 
used to reduce the biographical data of the respondents into percentages and 
averages.  
Measures of central tendency are the methods of finding the central point 
around which data revolve. These measures identify the middle point around 
which the data regarding a particular variable appear to remain (Leedy & 
Ormrod, 2009: 265). The data was further summarised using tables of central 
tendency measures, including the mean. Standard deviations were calculated to 
measure dispersion around the mean (Coldwell & Herbst, 2004:92). Simple and 
multiple regression were used to test the relationships between the independent 
variables (dimensions of Ubuntu leadership and Servant leadership), the 
mediating variable (employee engagement) and the dependent variables 
(dimensions of organisational performance).  
The internal reliability data for testing consistency between items of each 
construct was analysed using Cronbach-alpha coefficients. Only Cronbach-
alpha coefficients of 0.70 or greater were regarded as acceptable.  
Data was analysed by means of the MS-Excel and Statistica software 
programs.   
1.10 SCOPE AND DELIMITATION OF THE STUDY 
This research project was limited to privately owned businesses in the Eastern 
Cape Province of South Africa. The organisational performance measures limit 
the research to profit-making businesses; hence, non-profit organisations were 
excluded from the study. Furthermore, businesses from the informal and public 
sectors did not form part of the study.  
Non-probability convenience sampling was used for data collection in this study. 
Matthews and Ross (2010:166) state that a non-probability sample cannot 
statistically be used to generalise to the population, as is the case with 
probability sampling. The sampling method is therefore a limitation to the study, 
and thus no statistical inference can be made to subjects not included in the 
sample. 
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1.11 STRUCTURE OF THE RESEARCH 
The section below outlines the structure of the study and the chapters to follow. 
• Chapter One: Background and scope of the study 
This chapter introduced the study and gave a brief background of the various 
constructs comprising the study. The need for embarking on this research was 
also highlighted, and the problem statement, research objectives as well as the 
research questions were discussed. The concepts of Ubuntu and Servant 
leadership, employee engagement and organisational performance were 
defined and clarified. A hypothetical model was introduced in this chapter, 
followed by a discussion of the research methodology followed in the study. 
This chapter concluded by providing the scope and delimitation of the study, 
and a conclusion to the chapter. 
• Chapter Two: The business environment of the Eastern Cape  
This chapter analyse the macro-environment in which private organisations in 
the Eastern Cape of South Africa operate. The aim of the chapter is to 
contextualise the study. An external assessment of salient factors that threaten 
or provide opportunities to privately owned businesses will be conducted. The 
macro- environment is analysed using a PESTLE analysis that evaluates the 
impact of political, economic, social, technological, legal, and environmental 
factors on organisations. 
• Chapter Three: Theoretical overview of Ubuntu leadership 
The literature review on Ubuntu and Servant leadership styles is presented in 
Chapter Three. The chapter covers the origin and history as well as the need for 
Ubuntu. The development of Ubuntu as a new leadership paradigm is 
introduced.  
• Chapter Four: Theoretical overview of Servant leadership 
The theory of Servant leadership is discussed in terms of its origins and 
relevant outcomes, as well as the challenges faced by leaders in the 
organisational context. The chapter concludes by pointing out similarities and 
differences between Ubuntu and other dominant leadership styles, and Servant 
leadership. 
• Chapter Five: Theoretical overview of employee engagement 
This chapter reviews literature relating to employee engagement by the 
discussing its origin in the industrial psychology discipline. Various models of 
engagement are reviewed. The chapter also clarifies differences between 
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similar concepts such as job engagement, organisation engagement, personal 
engagement, and work engagement.  
• Chapter Six: Hypothesised model of the impact of Ubuntu and Servant 
leadership on employee engagement and organisational performance 
This chapter provides a discussion of the proposed hypothetical model of the 
study. The different variables are operationalised, and the relationships between 
the dependent, mediating and independent variables are discussed. The 
chapter also elaborates on the organisational performance construct, as the 
dependent variable of the model.   
• Chapter Seven: Research design and methodology 
The research methodology followed in the study is explained and motivated in 
this chapter. This chapter expands on the sampling design used, the measuring 
instrument, the method of primary data collection, and the strategies followed in 
administering the measuring instrument. The data analyses and statistical 
techniques applied in the study are also explained herein. 
• Chapter Eight: Empirical results of perceptions regarding the impact of 
Ubuntu and Servant leadership on employee engagement in the 
workplace 
The empirical results of the reliability and validity assessments of the measuring 
instrument used in the study are reported in Chapter Eight. The results of the 
empirical assessment of the influence of the two independent variables on the 
mediating and dependent variables are presented in this chapter. The influence 
of selected demographic variables on the leadership styles and employee 
engagement are also elaborated upon in this discussion. 
• Chapter Nine: Summary, conclusions and recommendations 
The final chapter of the study presents the summary, conclusions and 
recommendations of the research. The empirical and theoretical contributions, 
and limitations of the study are also offered in this chapter. Finally, the 
managerial implications, and recommendations, as well as possible areas for 
future research are discussed in closing.  
1.12 CONCLUSION 
This chapter discussed the introduction, background and scope of the study. 
The research problem and research objectives locate the study within the 
context of the leadership and organisational challenges faced by South African 
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organisations. A theoretical model was developed to provide a framework for 
the rest of the study. A number of hypotheses were developed to evaluate the 
relationships between the model variables and the impact of the demographic 
variables. The chapter was concluded by evaluating the scope and delimitation 
of the study, as well as the structure of the research.   
The next chapter provides an overview of the macro-environment in which 
organisations in the Eastern Cape of South Africa operate.  
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CHAPTER TWO 
THE BUSINESS ENVIRONMENT OF THE EASTERN CAPE 
2.1 INTRODUCTION 
The previous chapter served as an introduction to the study, focussing on the 
problem statement, research objectives and research questions. This chapter 
will provide a framework for assessing the external environment in which 
organisations in the Eastern Cape province operate. The Eastern Cape was 
selected as the population of this study and, therefore, a discussion of the 
business environment of this province is offered to contextualise the study. The 
contextualisation is achieved by conducting an external assessment of key 
factors that threaten or provide opportunities to business.  
2.2 THE MACRO-ENVIRONMENT 
The Eastern Cape is the second largest province in South Africa, boasting an 
economy that is becoming increasingly modern and export-oriented (ECDC, 
2016). The relative abundance of natural resources, sea and air ports, 
geographic location, coupled with world-class infrastructure holds promise for 
the growth of an export-oriented industry in the region. The province is using 
innovative interventions to draw rural people, who survive mostly on 
subsistence agriculture, migrant labour and welfare grants, into the mainstream 
economy.  
The macro-environment of an organisation consists of factors at the regional, 
societal or national level that organisations typically have no control over (Marx, 
Van Rooyen, Bosch & Reynders, 1998:56). Factors frequently include policies, 
legislation, general societal attitudes, legal, environmental and demographic 
(PESTLED) issues that impact on organisations and their practices (Madans, 
Loeb & Altman, 2011:5). Similarly, Needle (2010:54) mentions that the PEST 
model (a shorter version of PESTLED) is a business analysis concept 
frequently used to simplify the interrelationships between the political, 
economic, social and technological environments of organisations. Figure 2.1, 
below, graphically portrays how these macro-environment factors impact on 
business organisations when mediated by the organisations’ stakeholders and 
natural environment.  
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Figure 2.1: Relationship between key external forces and organisations 
Source: David (2012:94) 
Figure 2.1 illustrates how external factors can be divided into five broad 
categories: (1) economic forces; (2) social, cultural demographic forces, (3) 
natural environment forces; (4) political, governmental, and legal forces; and (5) 
technological forces (David, 2012: 93). The model illustrated in Figure 2.1 forms 
the framework for this chapter. A literature review was conducted to identify the 
most significant economic forces; social, cultural demographic, and natural 
environment forces; political, governmental, and legal forces; and technological 
forces that impact on organisations in the Eastern Cape and South Africa.   
2.3 ECONOMIC FORCES 
Table 2.1, below, lists various factors that impact on the economic conditions 
facing business organisations. The highlighted economic indicators will be 
utilised to elaborate on the general economic state of the Eastern Cape and 
South Africa. 
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2.3.1 Economic growth 
Table 2.1:  Economic Variables 
Shift to service economy Import/export factors 
Availability of credit Demand shifts for different categories of 
goods and services 
Level of disposable income Income differences by region and consumer 
groups  
Propensity of people to spend Price fluctuations 
Interest rates  Export of labour and capital 
Inflation rates Monetary policies 
Money market rates Fiscal policies 
Government budget deficits Tax rates 
Gross domestic product trends European Economic Community (EEC) 
policies 
Consumption patterns Organisation of Petroleum Exporting Countries 
(OPEC) policies 
Unemployment trends Coalition of Lesser Developed Countries 
(LDC) policies 
Worker productivity levels Value of local currency in world markets 
Stock market trends  
Foreign countries economic conditions  
  
Source: David (2012:96) 
Organisational strategies are dependent on a number of economic factors. 
Table 2.1 outlines key economic variables that can be monitored by 
organisations. One of the most important measures of a country’s economic 
growth is its Gross Domestic Product (GDP). The GDP concept has been used 
throughout history as a measure of human well-being and progress. The 
measure further assesses market outputs relating to the production of various 
goods and services (Dipietro & Anoruo, 2006; Brinkman & Brinkman, 2011). 
Measuring GDP allows countries to tailor policy making. The accurate 
measurement of GDP is critically important, as various other factors like 
unemployment and household income depend on it (Coyle, 2014). The most 
important interventions for the Eastern Cape Province are the Provincial Growth 
and Development Plan (PGDP), and the Provincial Skills Development Plan 
formulated by local government and its social partners. These interventions at 
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the provincial level are in line with the national policy framework for socio-
economic planning (Reynolds, 2013:iv). 
The Nelson Mandela Bay and Buffalo City Metropolitan areas are considered to 
be the economic hubs of the Eastern Cape, contributing 41 percent and 21 
percent, respectively, towards regional GDP (DEDEAT, 2013:41; ECSECC, 
2016a:3). The Nelson Mandela Bay Metro Municipality is by far the largest 
exporter in the region, with exports reaching R38,2m in 2014. The Buffalo City 
Metro Municipality was the province’s second largest exporter at R1,3m in 2014 
(ECSECC, 2016a:3). The remaining Eastern Cape districts have a relatively low 
contribution to provincial output. The Eastern Cape economy is an outlier from 
the national norm, in that its economy is predominantly centred on a strong 
manufacturing industry (in the secondary sector), serving as a base for the 
tertiary sector. In particular, the automotive manufacturing industry has been the 
backbone of the economy of the Eastern Cape Province (Wood & Els, 
2000:136). The location of these industries is primarily within the metropolitan 
areas, explaining the large contribution towards the provincial GDP. Figure 2.2, 
below, illustrates the relative size of the region’s economy by industry. 
Figure 2.2: Relative size of Eastern Cape economy by industry 
 
Source: StatsSA (2011:4) 
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Figure 2.2 illustrates that general government services (22%) is the largest 
sector of the Eastern Cape economy, followed by finance, real estate and 
business services (19%), and wholesale, retail and motor trade (15%) as the 
third largest sector of the region. The dominance of the services sectors in the 
Eastern Cape economy mirrors the national economy (StatsSA, 2011:4). 
Particularly, the community, social and personal services (CSP) sector and the 
wholesale and retail trade sector. The CSP services sector was the largest 
contributor to employment in the Eastern Cape in 2011 (DEDEAT, 2013). As 
previously stated, manufacturing (12%) and, more specifically, automotive 
manufacturing, plays an important role in the region’s economy. The region is 
considered the second most important region in South Africa for automotive 
manufacturing, with three major manufacturers (General Motors, Volkswagen 
and DaimlerChrysler) located here (Horn, 2007:491). Furthermore, the region is 
home to 30 percent of South Africa’s automotive component industry.  
Figure 2.3, below, illustrates the regional GDP growth rate (GDP_R) of the 
Eastern Cape Province for the period 2007 to 2016. 
Figure 2.3: Eastern Cape GDP_R growth rate 
 
Source: DEDEAT (2013:41) 
The data illustrated by Figure 2.3 shows actual performance trends for 2007 to 
2013, with forecasted data for 2014 to 2015 at the time of publication, in 2013. 
The impact of the economic downturn between 2008 and 2010 is clearly 
evident. Economic growth declined by -1.12 percent in 2009, which negatively 
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affected the Eastern Cape’s provincial production. When growth resumed in 
2010, it was at a reduced rate of 2.4 percent per annum compared to 2008, the 
year preceding the downturn when growth stood at 3.7 percent. The GDP_R for 
the Eastern Cape was R149 billion in 2011, increasing to R153bn in 2012 and 
R156bn in 2013. GDP_R expectations for 2014, at the time, were R159bn 
increasing to R164bn in 2015. The Eastern Cape’s GDP expanded at an 
annualised rate of 1.5 percent for quarter three of 2015, compared to a negative 
growth of 0.8 percent in the preceding quarter (ECSECC, 2016b:2). The largest 
contributions to the increase in the Eastern Cape economy were: the 
manufacturing sector, which contributed 0.9 of a percentage point based on 
growth of 6.3 percent; the trade and finance sectors which contributed 0.4 of a 
percentage point each based on growth of 2.0 percent in both sectors. Negative 
contributions were recorded by the transport, mining, and agriculture sectors. 
The Eastern Cape is a relatively small contributor to the national export bundle, 
but its importance lies in the production and export of machinery, motor vehicles 
and agricultural products. The main export products from the Eastern Cape in 
2014 were vehicles, aircrafts and vessels (R14.2bn), followed by machinery 
(R10.7bn) and textiles (R4.1bn) (ECSECC, 2016a:9). The top three export 
products from the Eastern Cape accounts for 73.4 percent of the region’s total 
export products. Mohair production is a unique Eastern Cape product that is 
garnering high export earnings, and is considered to have significant growth 
potential for the region (DEDEAT, 2013; ECDC, 2016). Africa has increased its 
share of the Eastern Cape export market by 29 percent between 2011 and 
2012, while total exports fell by 14 percent due to the drop in exports to 
traditional trading partners in Europe and Asia.  
Opportunities for Eastern Cape intra-Africa trade considered the current 
commodity profile of goods traded and the main markets for Eastern Cape 
goods. The province offers opportunities for trade into Africa through its three 
ports and well-developed Industrial Development Zones (IDZs). The intent of 
IDZs are to facilitate zero value-added tax on materials sourced from South 
Africa, and the duty-free import of production-related materials (PRS, 2014:3).  
This is combined with the right to sell in South Africa upon payment of normal 
import duties on finished goods. The DEDEAT (2013:xvii) states that the 
Eastern Cape is a prime location for investment through the Coega IDZ in Port 
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Elizabeth, and the East London IDZ that has attracted much foreign direct 
investment. Oranje and Voges (2015:38), however, caution that while the three 
ports are advantageous from a regional economic perspective, the industrial 
and harbour-related activities limited other uses for the ports. In addition, the 
authors state that the port infrastructure and associated industries had a 
marginal contribution to non-industrial development in the surrounding areas.  
There are a number of threats and challenges for Eastern Cape exporters, 
particularly to markets in Africa. These include higher transportation costs and 
risk factors, a shortage of customs, excise, market information, and high import 
tariffs in some African countries. The opportunities, however, offered for Intra-
Africa exports within these markets shows significant potential for widening and 
deepening the province’s export portfolio (DEDEAT, 2013:174).  
Since South Africa’s transition to a democratic state in 1994, the focus of the 
ANC-led government has been on economic growth, employment and 
redistribution (Global Insight, 2012:18). The GEAR (growth, employment and 
redistribution) programme was launched to specifically address these aims of 
government. The expectation was that the GEAR programme would spur on 
economic growth through foreign direct investment. Nattrass (2004:93), 
however, points out that investment did not occur as swiftly as hoped for, 
resulting in slow economic growth. 
South Africa is relatively rich in natural resources, however, challenges like a 
low-skilled labour force, high unemployment rate, deteriorating infrastructure, 
high corruption and crime rates result in GDP growth that is much lower than 
expected (Taborda, n.d.). The GDP growth rate averaged 3.16 percent between 
1993 and 2014. The highest growth (7.60 percent) was reported in 1994 and 
the lowest rate (-6.30 percent) was reported in 2009. South Africa has 
significant global ties and remains profoundly exposed to the global economy. 
The current account deficit remains an ongoing liability, as a decline in capital 
flows could make the financing of the shortfall a challenge over the medium 
term. That said, the threat of a major economic crisis will remain limited 
(Business Monitor International [BMI], 2014:13). Figure 2.4, below, 
demonstrates real (2010 – 2014) and forecasted (2015 – 2018) GDP growth 
rates for South Africa. 
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Figure 2.4: Real GDP growth for South Africa 
 
 
Source: BMI (2014:14) 
Based on Figure 2.4, BMI (2014) forecasts economic growth as slow but steady 
over the next four years (2015 – 2018), with weak growth in net exports. 
Tregenna (2012:171) found that export expansion in certain manufacturing 
sectors contributed negatively to economic growth over recent years. This has 
been the case for labour-intensive activities such as the manufacturing of 
furniture and clothing. The author further identified a positive contribution to 
growth in heavy manufacturing sectors. These sub-sectors include exports of 
machinery and equipment, iron and steel, as well as motor vehicles and 
components. As previously stated, automotive and component manufacturing 
are strongly focussed on in the Eastern Cape, hence, this prediction holds 
promise for the province.  
The trends in economic growth will have a significant impact on South African 
organisations, and organisations in the Eastern Cape. Foreign direct investment 
is needed to grow the economy, but global investors will be challenged to invest 
in a country with labour turbulence and limited expansion possibilities. This will 
have a direct impact on the workforce of the Eastern Cape, as its already 
elevated unemployment levels will continue to increase. 
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2.3.2 Unemployment 
StatsSA (2014:xx) defines an unemployed person as: 
• A person 15-64 years of age; and 
• Not employed in the reference week of the survey; and 
• Actively looked for work or tried to start a business in the four weeks 
preceding the survey interview; and 
• Was available for work, meaning they would have been able to start work or 
a business in the reference week; or 
• Had not actively looked for work in the past four weeks but had a job or 
business to start at a definite date in the future and was available.  
StatsSA formulated the above definition as the narrow definition of 
unemployment. The broad definition increases the scope of the search criterion. 
Broadly unemployed is defined as jobless persons who report that they want 
work, even if they did not actively search for work during the reference period of 
the survey (Kingdon & Knight, 2001:80). The authors state that StatsSA 
adopted the narrow definition of unemployment in 1998. 
The unemployment rate of the Eastern Cape province is reported to be 28.2 
percent, showing an improvement year-on-year of one percent, from 2015 to 
2016 (StatsSA, 2016a). The provincial unemployment rate is higher than the 
national average of 26.7 percent (ECSECC, 2016c:6). Employment through 
entrepreneurship and SMMEs has been identified as a crucial factor in reducing 
the level of unemployment in the province. Almost half of the unemployed in the 
Eastern Cape in 2011 indicated Grades 8-11 as their highest educational 
qualification (Reynolds, 2013:vi). The importance of programmes aimed at 
upgrading the region’s skills profile and providing capacity support to SMME’s  
can therefore not be over-emphasised (DEDEAT, 2013:59).  
South Africa has one of the highest unemployment rates in the world (Kingdon 
& Knight, 2004:98; Kyei & Gyekye, 2011:54). Approximately a quarter of the 
economically active population of the country is currently unemployed (Kyei & 
Gyekye, 2011:54). While moderate economic growth has prevailed in recent 
years, the rate of unemployment has not declined as would be expected. This 
trend creates the impression that government’s growth policies resulted in what 
is referred to as “jobless growth”. However, recent studies found that this is not 
the case but, rather, that the labour force grew at a rate faster than the 
economy (Levinsohn, 2007:490; Hodge, 2009:1). 
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Based on the narrow definition of unemployment, the national unemployment 
rate (proportion of labour force unemployed) was measured at 25,2 percent in 
March 2014 (StatsSA, 2014). This is an increase of 0.20 percent year-on-year 
when compared to the unemployment rate in 2013. Chronic and ever-increasing 
unemployment is South Africa’s most pressing and salient socioeconomic 
problem (Pike & Sharpe, 2010:25; Van Aardt, 2012:54). The country’s racial 
and historical background also played a significant part in creating barriers to 
formal sector employment, for certain groups of people (El Badaoui, Strobl & 
Walsh, 2008:691). While unemployment has gained some of its inheritance 
from South Africa’s historical background of apartheid and racial discrimination, 
the rate of unemployment continued to increase unabatedly since the 
democratic government came into power. This trend indicates that other factors 
are at play in the labour market. Shoeman and Blaauw (2009:88) found that real 
economic factors like inflation, interest rates, wages and productivity have an 
impact on long-run unemployment. This finding suggests that sound economic 
growth is necessary to decrease unemployment, but may well be insufficient as 
there are various non-economic factors like labour unions, legislation and 
HIV/AIDS that also have an impact.  
Kibuuka and van Aardt (1999:11) state that the demand for labour is derived 
from the demand for goods and services. This means that if the demand for 
goods and services is decreasing, it is expected that unemployment would 
increase. Unemployment is affected by the government’s monetary and fiscal 
policies, be it restrictive or stimulatory in nature. Further factors include the use 
of technology, the price of labour versus the cost of capital, as well as external 
and internal competitive forces.  
As the South African government optimises its policies for economic growth, 
consideration should be given to active versus passive policies. A passive 
policy encompasses, by and large, the provision of unemployment benefits, 
while an active policy is intended to improve the likelihood of finding 
employment. Gupta and du Toit (2009) found that an active policy to reduce 
unemployment is far superior to a passive policy in furthering the objective of 
growing the economy. 
2.3.3 Inflation  
The common definition of inflation is the continuous or sustained rise in the 
general level of prices (Kaseeram, Nichola & Mainardi, 2005:83; Mohr, 2008:2). 
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From this definition, it is clear that inflation is not a once-off matter, but an on-
going process from which prices are implicitly expected to increase. Two key 
measures of inflation in South Africa are Consumer Price Inflation (CPI) and 
Producer Price Inflation (PPI).  
The relationship between inflation and organisations is driven largely by the fact 
that wages are the main cost of production (Hodge, 2002:193). Employees 
generally demand higher wages to maintain their standard of living when 
inflation increases, to which employers respond by increasing the prices of 
manufactured goods and services. Hodge (2002) explains that if labour 
productivity does not change and employers maintain their profit margins, the 
result is an increase in wages that is directly linked to an increase in goods’ 
prices. This offsets the increase in labour cost, with the consequence that the 
labour cost is passed onto consumers. At the organisational level, productivity 
improvement usually leads to greater profits. At a macro level, this productivity 
improvement in an economy usually leads to a higher standard of living (Heizer 
& Render, 2013).  
ECSECC (2015:2) reports that the year-on-year inflation rate (4.6%) for the 
Eastern Cape in June 2015 was equal to the South African inflation rate (4.6% 
y/y). Both the Eastern Cape and South Africa’s inflation rate increased by 0.2 of 
a percentage point each, in June 2015. South Africa adopted an inflation 
targeting monetary policy in February 2000 (Akinboade & Niedermeier, 2002:1; 
Mokoena, Rangasamy, Swanepoel & Visser, 2005:128). Inflation targeting is a 
policy framework through which the reserve bank publically announces the 
target range for inflation, over a number of future periods. The aim of inflation 
targeting is low and stable inflation over the long term. The policy often involves 
frequent communication to the general public about the performance of the 
South African Reserve Bank’s (SARB) plans and activities to curb high inflation. 
The result is the reinforcement of the bank’s accountability for attaining the 
stipulated inflation targeting objectives.  
The target range of three to six percent set by the Reserve Bank was achieved 
over a two-year period from its inception in 2000 (Kaseeram & Contogiannis, 
2011:34). South Africa’s management of monetary and fiscal policies is 
commendable (Mabotja & van Heerden, 2005:725). The SARB has managed to 
meet inflation targets and the National Treasury has drastically reduced 
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government debt. Odhiambo (2011:11) concurs, and identified the following 
important issues that require consideration during inflation targeting: 
• Announcing publically and quantifiably what the inflation point or range 
target is, 
• A commitment by the monetary authority to price stability as a primary goal, 
• A high level of transparency in all public communication about tightening or 
relaxing the monetary policy, and 
• A high level of accountability of the central bank to reach its inflation targets 
Table 2.2 outlines the factors influencing inflation. 
Table 2.2:  Underlying, initiating and propagating factors in the inflation 
process 
Underlying factors  
Traditions, values and norms of society  
Degree of conflict (or cohesion) between different groups in society  
Political strength and bargaining power of trade unions  
Degree of competition in the goods market  
Degree of protection from international competition  
Extent of administered pricing  
Extent of formal and informal indexation  
Size of the public sector  
Degree of fiscal discipline  
Degree of independence of monetary authorities  
Openness of the economy  
International inflation environment  
Exchange rate regime 
Initiating factors  
Demand-pull factors (e.g. exogenous increases in consumption, investment, 
government spending or exports) 
Cost-push factors (e.g. exogenous increases in wages, profits or import prices) 
Other price increases (e.g. as a result of natural disasters or increases in indirect taxes) 
Propagating factors 
Endogenous increases in the money supply  
The various wage-price, price-price, price-wage and wage-wage interrelationships in 
the economy 
Inflationary expectations  
Interaction between domestic prices, the balance of payments and the exchange rate 
 
Source: Mohr (2008:6) 
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In Table 2.2, Mohr (2008:6) outlines the underlying, initiating, and propagating 
factors that have an impact on inflation in the Eastern Cape and South Africa. 
Inflation is a complex process that has various antecedents, triggers and 
implications. As the increase and fluctuation in inflation is generally unavoidable 
in developing countries, emphasis should therefore be placed on improving 
labour productivity. Engaged employees apply considerable discretionary effort 
to achieve organisational goals of increased productivity (Harter, Schmidt & 
Hayes, 2002:271). 
2.4 POLITICAL, LEGAL AND GOVERNMENTAL FORCES 
Various political, legal and governmental factors impact the business landscape 
of organisations in the Eastern Cape. The following sections outline some of the 
salient factors that private organisations have to consider.   
2.4.1 Black Economic Empowerment 
The South African government introduced Black Economic Empowerment 
(BEE) to strategically incorporate previously disadvantaged individuals (PDIs) 
into the business landscape, with minimal disruption to the economy (3s Media, 
2006:115).  PDIs are classified as those individuals from Black, Coloured and 
Indian race groups that were historically disadvantaged during the apartheid 
era. ‘Black people’ is the generic term used in legislative literature to refer to 
Africans, Coloureds and Indians (DOL, 2004:4). The second phase of BEE 
extended to include the ownership and management control aspects of 
organisations. This gave rise to the concept of Broad-based Black Economic 
Empowerment (B-BBEE) (Chipeta & Vokwana, 2011:73). According to the DOL 
(2004:4), the B-BBEE Act defines B-BBEE as the economic empowerment of all 
black people including workers, women, youth, people with disabilities and 
people living in rural areas through diverse but integrated socio-economic 
strategies. These strategies include:  
• Increasing the number of black people that manage, own and control 
enterprises and productive assets; 
• Facilitating the ownership and management of enterprises and productive 
assets by communities, workers, cooperatives and other collective 
enterprises; 
• Human resource and skills development; 
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• Achieving equitable representation in all occupational categories and levels 
in the workforce; 
• Preferential procurement; and 
• Investment in enterprises that are owned or managed by black people. 
The B-BBEE Act was published in 2003 (van der Merwe & Ferreira, 2014:394) 
with the economic inclusion of black people in the South African economy as its 
primary objective, and striving to advance economic transformation (DTI, 2014). 
Ponte, Roberts and van Sittert (2007:933) state that the focus of BEE was to 
redress apartheid’s legacy by increasing ownership of large organisations and 
allowing blacks to increase their shareholding.  
The intention of BEE is that only private organisations that comply at an 
acceptable level enter into transactions with the public sector (Kleynhans & 
Kruger, 2014:2; Viljoen, 2012:47).  Compliance with the Codes of Good Practice 
is monitored using a generic scorecard developed from the codes (van der 
Merwe & Ferreira, 2014:554). The accumulated scorecard points enable the 
measurement of the degree of empowerment in the organisation (3s Media, 
2006:116). Compliance with BEE legislation and policy, therefore, has a 
significant impact on the strategic management of privately owned 
organisations in the Eastern Cape and South Africa.  
The DEDEAT (2010:4) argues that despite BEE, and even with accelerated 
economic growth in South Africa and the Eastern Cape province in particular, 
the province has not benefited in terms of altering the structure of the economy 
and the spread of industrial activity throughout the province. Several authors 
concur with this argument, including private sector role players, academia and 
the press. Some of the criticisms levelled against BEE are outlined below: 
• BEE has only enriched a limited group of elite, but unproductive, associates 
of the African National Congress (Krüger, 2011:212). 
• BEE has had limited success in alleviating poverty, reducing unemployment 
and improving economic growth (Kovacevic, 2007:6). 
• Organisations frequently misrepresent facts relating to their level of 
empowerment (known as “fronting”), resulting in the slow rate of black 
participation in the economy (Matsimela, 2013:58).  
• Multinational corporations may offer equity alternatives for ownership, but 
this is a lengthy application process with the DTI (Cox, 2014:54). 
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• Cost implications arise from shares being transferred to black shareholders, 
at a discounted rate and often below market value (Kleynhans & Kruger, 
2014:9; Chipeta & Vokwana, 2011:8). 
Horn (2007:494) identified several additional practical problems experienced by 
organisations that adopted BEE in the Eastern Cape’s automotive industry. The 
author found that BEE organisations lacked capital support to acquire capital 
equipment and technology. In addition, budget constraints led to sub-standard 
quality and reduced the organisations’ capacity to supply products. These 
organisations further identified several skills shortages related to computer 
aided design software for tooling and products. Finally, multinational 
organisations are often unwilling to enter into partnership agreements with BEE 
organisations in the Eastern Cape, since these organisations are often new and 
unknown suppliers. 
Given these limitations of BEE, it is important to understand the potential 
benefits and opportunities offered to organisations in the Eastern Cape for 
adopting BEE. Kleynhans and Kruger (2014:9) found strong positive 
correlations when the profitability and competitiveness of organisations were 
measured against their BEE scores. In the sampled organisations, the 
researchers found that 21 percent of the operating profit and 9.9 percent of the 
turnover variation could be explained by variations in their BEE scores. 
Similarly, when comparing investment as a measure of competitiveness, strong 
positive relationships exist.  
Krüger (2011:232) tested employees’ perceptions of the impact of BEE by 
measuring ten dimensions. The author found that perceptions were mainly 
negative regarding the dimensions of overall domestic and global 
competitiveness, service excellence and client satisfaction, quality and 
acceptance of products and services, productivity, entrepreneurial spirit, 
production performance, human development and staff morale, business ethics, 
sales and access to markets, and financial performance. By stark contrast, 70 
percent of these employees agreed that they stand to benefit from their 
organisation complying with BEE initiatives. 
Chipeta and Vokwana (2011:88) investigated organisations’ profitability as 
related to specific characteristics (JSE listing-age and short-term profitability) 
post-BEE transactions.  The authors found that profitability was positively 
impacted. Horn (2007:490), in a study of the automotive industry in the Eastern 
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Cape, however, concluded that unless sufficient training is given to BEE and 
potential BEE organisations, business will remain in the hands of existing 
established organisations. This will have a limiting impact on transformation 
within the automobile industry in the Eastern Cape and South Africa.  
2.4.2 Employment Equity and Affirmative Action Legislation 
B-BBEE and Employment Equity legislation have disrupted the labour market in 
the Eastern Cape and South Africa by accelerating the legislative need to 
appoint PDIs (Nzukuma & Bussin, 2011:398). Concurrently, there is a shortage 
of PDIs due to job reservation policies and the education system under the 
apartheid government. Therefore, the pool of suitably qualified workers in the 
Eastern Cape Province, especially the talent of black people, is limited by 
legislation and the emigration of skilled workers (Louw, 2013:2). There is a 
distinct relationship between B-BBEE and Employment Equity (EE). Where B-
BBEE serves to include disadvantaged groups into the economy through 
business opportunities, while EE promotes the inclusion of these groups into the 
labour market (Horwitz & Jain, 2011:302). The following is an extract from the 
Employment Equity Act (hereafter EEA) 55 of 1998, which serves as 
background to this section. The act states: 
Recognising- 
that as a result of Apartheid and other discriminatory laws and practices, 
there are disparities in employment, occupation and income within the 
national labour market; and  
That those create such pronounced disadvantages for certain categories 
of people that they cannot be redressed simply by repealing 
discriminatory laws; 
Therefore, in order to- 
Promote the constitutional right of equality and the true exercise of 
democracy; 
eliminate unfair discrimination in employment;  
ensure the implementation of employment equity to redress the effects of 
discrimination and, 
achieve a diverse workforce broadly representative of our people…the 
Employment Equity Act is to be enacted…” (DOL, 1998:2). 
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The purpose of the EEA is the elimination of unfair discrimination by promoting 
equal opportunity and the fair treatment of employees in the workplace. Similar 
to BEE legislation, the EEA serves to redress historical discriminatory practices. 
Thomas (2002:237) states that the department of labour enacts the legislation 
by requiring organisations with more than fifty employees to utilise regional 
demographic data to align their employee profile. The act requires that 
employees from designated groups (Black, Coloured, Indian, women and 
persons with disabilities) be equitably represented in occupational categories 
and organisational levels.  
Affirmative Action (AA) is defined as the increase in representation of 
marginalised groups into leadership positions and, in a conscious and proactive 
way, to redress historical disadvantages (Visagie, 1999:152). The EEA further 
defines measures for affirmative action as measures designed to ensure 
suitably qualified people from designated groups to have equal employment 
opportunities, and to be equitably represented at all levels (DOL, 1998:18).  
Workforce diversity is a direct result of, albeit not exclusively, employment 
equity and affirmative action. Changing the representation of various designated 
groups inadvertently brings about a more heterogeneous workforce. Much of 
the impact of employment equity on organisations, therefore, stems from 
increased diversity in the workplace. Below are some of the salient issues and 
benefits of workplace diversity that organisations in the Eastern Cape have to 
consider: 
• Different leadership behaviours are preferred by different race groups and 
genders (Littrell & Nkomo, 2005:574),  
• Fostering a diverse workforce is beneficial to organisations as it allows for 
varying perspectives, and attracts and retains skills often required in 
emerging markets (Viljoen, 2012:47), 
• Changes in organisational culture and leadership style present significant 
managerial challenges (Visagie, 1999:158), and 
• Improved team performance and a culture of inclusivity are critical for total 
quality improvement (Thomas, 2002:242).  
Louw (2013:9) recommends that, in the poverty-stricken Eastern Cape 
Province, labour legislation be relaxed to enable organisations to take initiative 
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in the recruitment and selection of skilled workers. The author advised that this 
is of particular relevance to lower level jobs that have the potential to improve 
job creation. 
2.5 SOCIAL, CULTURAL, AND DEMOGRAPHIC FORCES 
2.5.1 Social environment  
The behaviours and feelings of cultures and societies are impacted by forces in 
the social environment of the population (Bosch, Tait & Venter, 2011:66). It is 
further stated that the social environment is indicative of the values, attitudes, 
norms and lifestyle of a given population (Brinkman, Bateman, Harper & 
Hodgson, 2010:241). The social environment of organisations in the Eastern 
Cape province will, therefore, be analysed in terms of the salient social factors 
related to poverty, crime and health in the macro-environment, followed by the 
cultural aspects of the region. 
(a) Poverty  
Khumalo (2013:564) defines poverty by differentiating between absolute poverty 
and relative poverty. Absolute poverty refers the inability of individuals to afford 
certain minimal or basic necessities. Relative poverty relates to a certain 
minimum standard of living that needs to be maintained by every member of 
society.  
The Eastern Cape is one of the country’s poorest provinces in terms of socio-
economic resources, education and monetary income (Worku, 2011). The 
poverty gap and poverty severity has been worsening since 1995 (Ozler, 
2007:502; Armstrong, Lekezwa & Siebrits, 2008:9). The percentage of people 
living with less than $2 per day increased from 49 percent to 56 percent, 
between 1995 and 2000. Household income levels provide an indication of the 
levels of poverty and wealth within an area. The areas within the Eastern Cape 
with the highest average household income levels are Nelson Mandela Bay, 
with an average monthly household income of R9 503, and Buffalo City, with an 
income of R8 733 (DEDEAT, 2013:139). As a direct result of the dependence 
on subsistence and agricultural employment, limited job opportunities and 
limited types of employment, the districts in the eastern portion of the Eastern 
Cape have lower monthly average household income levels in comparison to 
the western portion and the cities.  
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In the broader context, South Africa’s social indicators (including poverty) are 
considered to be weaker than other middle-income countries, due to the 
skewed income distribution that developed historically (Armstrong, Lekezwa & 
Siebrits, 2008:5). Poverty was measured and found to be high, based on 
StatsSA’s income and expenditure survey of households. An upper poverty line 
of R593 and a lower poverty line of R322 per capita per month was set by 
StatsSA in the year 2000 (Ozler, 2007:487). Figure 2.5, below, illustrates the 
level of poverty measured, based on these two metrics.  
Figure 2.5: Poverty rates for households 
 
Source: Armstrong, Lekezwa and Siebrits (2008:9) 
From Figure 2.5, it can be seen that 33.2 percent and 53.3 percent of South 
African households are considered poor, based on the lower and upper-bound 
poverty lines. According to Marais (2011:3), this equates to four million people 
living below the poverty line, where only one person works earning a salary that 
is hugely insufficient to lift themselves out of poverty. In the Eastern Cape 
province, 26 percent of the Nelson Mandela Bay population and 29 percent of 
the Buffalo City population live below the poverty line (DEDEAT, 2013:113).  
Woolard and Klasen (2005) explain that these people are trapped below the 
poverty line by a large initial household size, limited employment opportunities, 
poor education and low initial asset endowments. Adato, Carter and May 
(2006:226) concur on two of these dynamics, by stating that households require 
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access to the labour market (employment) and access to the minimum amount 
of assets in order to rise out of poverty. 
(b) Crime 
High levels of poverty and unemployment are antecedents for the notoriously 
high levels of crime in the Eastern Cape and South Africa, with as many as fifty 
people murdered per day nationwide (Levinsohn, 2007:2). Sokana (2015) 
reports that 172 562 criminal cases were opened in the Eastern Cape province 
between April 2014 and March 2015. The author further states that there has 
been a decrease in the number of serious crimes by 4.5 percent year-on-year 
for the province.  
Violent robberies of people and businesses are also commonplace in many 
areas. Crime, furthermore, impedes the growth of organisations and 
discourages investment, as it has a significantly negative impact on operational 
costs (Bhorat & Kanbur, 2005:12; Ozler, 2007:487). Corporate misconduct and 
corruption are frequently the subject of media attention, with unethical business 
practices creating costly and unfavourable problems for organisations (Lloyd, 
Mey & Ramalingum, 2014:569). High levels of crime therefore pose a serious 
risk, not only to the citizens of South Africa, but also to business. BMI (2014:26) 
forecasts that crime will continue to tarnish South Africa’s appeal to conduct 
business in the long term. 
The risks and negative impact of corruption is a grave concern to the economic 
growth and prosperity of South Africa (Mobolaji & Omoteso, 2009: 70; BMI, 
2014: 35). BMI (2014) states that the alleged corruption between the influential 
Gupta family and President Zuma is cited as a prime example of a serious loss 
of confidence in the ethical demeanour of South Africa. The authors expound 
that, while South Africa is one of the least corrupt countries in Sub-Saharan 
Africa (72nd out of 177 countries), the county’s corruption profile is deteriorating. 
(c) Health 
Productivity, mortality rates, health service demands, and general levels of well-
being are driven by the HIV/AIDS epidemic and Tuberculosis in the Eastern 
Cape (DEDEAT, 2013:38). The prevalence of HIV/AIDS and its associated 
diseases pose a significant threat to the economy of the province, as it is 
estimated that 11 percent of the province’s population is HIV-positive, and an 
alarming increase of 0.20 percent in new infections occurs annually (Gray, 
Vawda & Jack, 2012).  
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Gray et al. (2012) state that the major social, economic and behavioural factors 
that drive the AIDS epidemic in the Eastern Cape include stigma, denial, 
poverty, labour-related migration, gender-based violence, concurrent multiple 
sexual partners and lack of knowledge of the disease cultivated by social and 
cultural norms. Tuberculosis is responsible for 167 deaths per 100 000 people 
within the province, ahead of the national average of 1402. In 2011, there were 
902.3 cases of Tuberculosis reported per 100 000 people in the Eastern Cape, 
down from 948 in 2009. The Eastern Cape has the second highest rate of 
infections per 100 000, ahead of South Africa’s national rate of 773 (Gray et al., 
2012).  The need for ongoing measures to treat and monitor Tuberculosis is 
thus of critical importance to the province. 
At the national level, HIV/AIDS is also a major health concern. The United 
Nations report that South Africa is the country with the highest number of HIV 
infections in the world. The prevalence rate for adults between the ages of 15 to 
49 is reported at 18.2 percent (Global Insight, 2012:19). This rate equates to 5.7 
million South Africans that are infected, and a reported life expectancy of 38 
years. Boshoff, Klemz and Mazibuko (2010:466) estimated that reduced 
consumption will have a significant impact on the economy. The authors state 
that R7bn less will be spent on grain products and approximately R4,6bn less 
on bakery products, when compared to the non-existence of HIV/AIDS. 
Addressing HIV/AIDS relies on a number of role players, including government 
institutions, health care practitioners, and private sector organisations.  
The real economic impact of HIV/AIDS is difficult to quantify. George, Surgey 
and Gow (2014:109) found that while investment in training was often lost due 
to HIV/AIDS mortality, private sector organisations still stand to gain from the 
investment in effective prevention policies and providing antiretroviral 
medication to infected employees. Organisational costs also include 
absenteeism, loss of productivity, and recruitment costs (Gow, George & Grant, 
2012:434).  
2.5.2 Cultural forces 
A culturally diverse workforce is a source of competitive advantage for 
organisations, as it creates value that is not easily imitated by competitors 
(Richard, 2000:135; Mans-Kemp & Viviers, 2015:408). Culture represents the 
critical differences between various population groups with regard to 
knowledge, beliefs, customs, art, language habits and other capabilities (Kokt, 
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2003:79). Mayer and Louw (2011:574) state that culture not only relates to 
visible differences, like race, ethnicity and gender, but also includes aspects like 
religion, sexual orientation and professional background.  
The Eastern Cape Province, like the rest of South Africa, is considered a 
heterogeneous society with a rich mix of cultures (Human, 1996:46; Meiring, 
2008:280). The country has been referred to as the 'rainbow nation' based on 
its high level of cultural diversity. This description epitomises the extent of the 
diversity of communities with different languages, religions and races (Luthans, 
van Wyk & Walumbwa, 2004:512). Similarly, organisations are rarely 
homogenous. Employees differ from each other in terms of race, gender, age 
and seniority (Dameron & Joffre, 2007:2037). 
The population has been segregated along cultural and racial lines for many 
years. The impact of this segregation, along with the high level of national 
diversity, poses significant managerial challenges (Jackson, 2011:541). Mayer 
and Louw (2011:585) made the following suggestions for managing cultural 
diversity and conflict in organisations in South Africa, including those in the 
Eastern Cape: 
• Managers should undergo diversity and conflict training to increase their 
awareness of varying social behavioural perspectives. 
• Sensitivity towards culture-specific identity concepts and value-orientations 
should be included in diversity training.  
• Human resource management in the South African context needs to 
emphasise the management of cross-cultural conflict by referring to values 
and identities which might include global as well as culture-specific 
perceptions, meanings and interpretations. 
• To promote cross-cultural understanding across cultures and management 
levels, human resource management should make use of developed models 
such as cross-cultural mediation. 
• Value and identity management should be coached and mentored by other 
managers. 
2.5.3 Demographic forces 
Scholars frequently emphasise the importance of managing demographically 
diverse workforces, as diverse social groups (typically diverse in respect of 
gender, age and race/ethnicity) bring unique challenges to the workplace 
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(Nyambegera, 2002; April, Ephraim & Peters, 2012; Coetzee & Veldsman, 
2016:43).   
(a) Gender, age, and ethnicity 
The South African population is estimated at 52.9 million people, of which 6.6 
million live in the Eastern Cape (DEDEAT, 2013:41). The province is the third 
most populated province in South Africa, with the most populated provinces 
being Gauteng and KwaZulu-Natal, with 12.7 million and 10.5 million people, 
respectively. Of the Eastern Cape’s 6.6 million people, 70 percent are under the 
age of 34 and 52.9 percent are female. As a result of the mass labour migration 
from the province in the past, the Eastern Cape has the second highest ratio of 
females to males in the country, which is marginally higher than the national 
average (51.3%) (DEDEAT, 2013:41).  
In terms of the age demography of the province, the DEDEAT (2013) reports 
that the Eastern Cape has a relatively young population with 70 percent of the 
population under the age of 34. This is the second most youthful population in 
the country. The Eastern Cape has 2,173,300 children under the age of 14. This 
is the highest proportion of children as a percentage of the total population of 
any province in the country, at 32.8 percent, and above the national population 
profile of 29.2 percent (DEDEAT, 2013).  
The Eastern Cape’s demographic profile is significantly impacted by the out-
migration of people to other provinces in search of economic opportunities 
(DEDEAT, 2013:60; ECSECC 2014:22). The ECSECC (2014) further reports 
that two million people born in the Eastern Cape are now living in other 
provinces, and the net migration was 325 078 between 2001 and 2011. 
Moreover, the province has the largest out-migration of any province in the 
country with 39 percent of the migrants having moved to the Western Cape, and 
27 percent to the Gauteng Province, since 2001. Figure 2.6, below, illustrates 
the demographic profile for people of working age (15 – 64 years) living in the 
Eastern Cape province. 
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Figure 2.6: Eastern Cape population of working age (15 - 64 years)  
Source: StatsSA (2016a) 
From Figure 2.6 it can be seen that black people (87.3%) make up the largest 
proportion of the population of working people, followed by coloured people (8.9 
%), white people (3.7%) and Indian/Asian people (0.1%) (StatsSA, 2016a).    
(b) Education 
The most significant demographic risk factor to business is the low level of 
education in South Africa (BMI, 2014). The country’s weak education levels 
pose a formidable challenge to business in order to increase the efficiency of its 
labour force. The educational profile is typically developed in terms of level of 
education attainment within the population of the region. Figure 2.7, below, 
indicates the percentage of the population that has achieved milestone levels of 
education based on the labour force survey released by StatsSA (2016a). The 
figure shows that thirty-eight percent of the Eastern Cape’s working population 
has not completed their secondary schooling. This proportion is higher than the 
national level of attainment of 33.2 percent.  
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Figure 2.7: Highest level of education of the employed 
 
Source: Constructed by author, based on StatsSA (2016:58) 
Figure 2.7 further indicates that only 17.3 percent of employees has a tertiary 
education in the province, and 19.7 percent in the greater South Africa has a 
tertiary qualification. A significant proportion of the employed population of the 
Eastern Cape province has only a primary school education (5.4%) with 8.9 
percent having less than a primary school education.  
The impact of education is wide-ranging throughout society (ECSECC 2014:32). 
Poverty levels are lower for families in which the head of the household has 
some education, as opposed to those families where the head of the household 
has not been educated. Education is also directly related to improved health 
and impacts significantly on premature death rates among children. In terms of 
the business environment, research has proven that education and training 
bring about significant positive effects on organisational performance. 
Moreover, education and training interact positively in their effect on the 
sustainability of organisations (Collier, Green, Kim & Peirson, 2011:336). From 
the literature and data reviewed in this section, it is evident that there is a dire 
need for education and training interventions to improve the scholastic abilities 
of employees in the Eastern Cape province. 
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2.6 NATURAL ENVIRONMENT FORCES 
The DEDEAT (2016) reports that the Eastern Cape covers an area of 168 966 
km2 of which approximately ten percent is under some form of conservation. 
There are seven different biomes in the province, but over 300 of the plant 
species in the Eastern Cape are threatened. The Organisation for Economic 
Cooperation and Development (OECD) identified the following key opportunities 
and threats for the natural environment of the Eastern Cape and the greater 
South Africa (OECD, 2013:3):  
2.6.1 Opportunities 
• Outstanding ecosystems and habitats coupled with a rich biodiversity,  
• Abundant mineral resources and non-renewable energy, 
• Various green growth opportunities from energy-efficiency measures, 
innovation, wildlife game farming and ecotourism, 
• A comprehensive policy and regulatory framework for managing natural 
resources and protecting the environment, 
• The ninth-leading destination of clean energy investment, and the 
fastest-growing renewable energy market in the G20. 
2.6.2 Threats 
• One of the most carbon and energy-intensive economies in the world,  
• An overreliance on natural resources,  
• Extensive environmental damage due to poorly regulated mining,  
• High demand on restricted water resources, 
• Limited access to environmental services (sanitation, waste collection 
and healthy housing) affecting health, especially that of children, 
• Rising wildlife trade, invasive species and illegal poaching. 
2.6.3 Energy resources 
By far the most devastating impact on business emanating from the natural 
environment is the persistent shortage and associated high cost of electricity. 
Punt (2008:7) studied the impact of electricity shortages on productivity loss and 
the economy. The author found that a loss of one percent could lead to as much 
as a three percent reduction in GDP. In monetary terms, this equates to 
approximately R52bn contraction in the economy, resulting in dire 
consequences for employment, consumer prices, imports and exports, and 
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general loss in welfare for the citizens of South Africa. As a direct result of 
productivity losses due to electricity shortage, household incomes decreased 
the most for black households from the Eastern Cape (Punt, 2008:8).   
Eskom, South Africa’s electricity supply public utility, generates 45 percent of 
the electricity used in Africa, and approximately 95 percent of the electricity 
used in South Africa. The company generates, transmits and distributes 
electricity to industrial, mining, commercial, agricultural and residential 
customers and redistributors (Eskom, 2015). In 2010, three future price 
increases of 45 percent were forecasted by Eskom until 2013 (Inglesi & Pouris, 
2010:52). Eskom have experienced capacity constraints, in terms of electricity 
supply and grid distribution, since 2007 (Inglesi & Pouris, 2010:52). This has led 
to frequent rolling blackouts becoming commonplace, with damaging 
consequences to business and the economy at large. Blackouts, as a result of 
the power utility’s load shedding efforts, re-emanated in November 2014, and 
are forecast to affect the country for a further ten years (Gibbs, 2014).  
The Eastern Cape province appears to be making in-roads into taking 
advantage of sustainable/renewable sources of energy. The annual 
performance report of the DEDEAT (2016:40) reveals that eight manufacturers 
in the sustainable energy industry have now been established in the province. 
The province has further secured 16 wind farms and one solar farm, worth over 
R33bn, and created over 18 132 job years over the life of these projects. The 
Eastern Cape’s potential, with only 44km2 of suitable land area for harvesting 
solar energy, appears to be relatively small (1.6 Gigawatt) in relation to the rest 
of the country’s potential (547 Gigawatt) (Fluri, 2009:5078). The province 
appears to have greater potential for wind farming, with a milestone wind farm 
project started in 2014. The Metrowind Van Stadens wind farm project is 
estimated to be worth R550m, with the capacity of generating 80 000 Megawatt-
hours of electricity per year (Cornish, 2013:70). The DEDEAT (2016:32) further 
reports that the following wind projects were completed: Cookhouse wind farm, 
Jeffery’s Bay wind farm and Red Cap Kouga wind farm. Under construction are 
the Tsitsikamma Community wind farm, Waainek wind farm, Nojoli wind farm 
and Red Cap Gibson Bay wind farm. The Golden Valley wind farm, Oyster Bay 
wind farm and Nxuba wind farm, which were awarded through round 4, are yet 
to commence.  
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2.6.4 Mineral resources 
It is reported that mining currently makes a minor contribution to provincial 
output in the Eastern Cape, with the exception of the Elethini coal mine located 
in Indwe (DEDEAT, 2013:180). The mine is reportedly exporting to Brazil via the 
East London harbour, since 2013. It is further noted that the mine is important 
on a strategic level, as it forms part of the planned ‘coal corridor’ between East 
London, Indwe and Molteno.  
South Africa’s over-reliance on coal, a non-renewable resource, is often stated 
in literature as unfavourable (Chapman, 2012).  The extraction of shale gas 
through hydraulic fracturing (fracking) has been found be a potential alternative 
energy source. Hedden, Moyer and Rettig (2013:1) emphasise that fracking 
could significantly boost economic growth, reduce poverty and provide more 
resources for spending on education, health and infrastructure in South Africa 
and the Eastern Cape. The authors, however, warn that fracking could lead to 
significant water contamination, the destruction of natural habitats, increases in 
earthquakes and no long-term reduction in carbon emissions. The Eastern 
Cape Provincial Government is supporting the development of a body of 
research on the fracking, as the Karoo regions of the province show significant 
potential (DEDEAT, 2013). The shale gas research project covers both the 
Sarah Baartman and Chris Hani districts of the Eastern Cape. Environmental 
concerns aside, it is stated that properly regulated fracking could be a trillion-
rand industry for the Eastern Cape province and, as such, an economic game-
changer.  
At the national level, South Africa is recognised globally for its plentiful mineral 
resources, and is considered a global leader in mining. Kearny (2012) states 
that, with an estimated value  of R20.3-trillion, these mineral reserves remain 
one of the world’s most valuable. Using GDP as a metric, the country is 
estimated to have the world’s fifth-largest mining sector. 
An analysis of the mining and metals industry was conducted by MarketLine 
(2014:14), utilising Porter’s five-forces model. The five-forces model, illustrated 
by Figure 2.8, below, is widely used to perform a competitive analysis in various 
industries (David, 2012:106). 
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Figure 2.8: Forces driving competition in the metals and mining industries 
 
Source: MarketLine (2014:14) 
Figure 2.8 illustrates the key results as reported MarketLine (2014:14), and 
further discussed below: 
• Overall buyer power was assessed as moderate. Buyer power is 
strengthened by the lack of uniqueness and limited differentiation of mining 
products. The production of metals, however, requires extensive start-up 
costs and expert knowledge, which constrains the possibility of backwards 
integration. 
• Overall supplier power was found to be moderate. Suppliers are typically 
large, powerful organisations, but are few in number. While this places 
suppliers in a powerful position, the effect is moderated by customers who 
have long-term contracts with electricity companies, thus enabling them to 
negotiate reduced tariffs.  
• The threat from new entrants was found to be moderate. Existing companies 
strengthen their position via integration, mergers and acquisitions, resulting 
in favourable economies of scale. This practise ultimately forces smaller 
competitors out of the market, and lowers the risk of newcomers. 
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• The threat of substitutes was assessed as weak. Various substitutes exist 
for metals, for example, composites replacing aluminium in aircrafts. Glass, 
paper and steel can be used instead of aluminium for packaging. There are 
several benefits to substituting metals (for example, improved fuel 
consumption and non-corrosive properties of non-metals), however, the high 
investment required to alter manufacturing processes and facilities results in 
excessively high switching costs.  
• Overall, rivalry was found to be strong. High exit barriers exist due to major 
tangible assets (highly specific to the industry) that are difficult to divest. This 
phenomenon increases rivalry, as role players are forced to remain in the 
industry. 
Adendorff, Appels and Botha (2011:40), in a study of the strategic management 
of SMEs in the Eastern Cape, warned that competitive forces included the 
threat of new entrants, the power of suppliers, the power of clients, rivalry and 
the threat of substitute products. The authors maintain that strategies should be 
devised to neutralise the threat of new entrants. If these strategies are no longer 
effective and the degree of rivalry threatens the business success of the SME, 
the SME should consider targeting a different market area.  
2.7 TECHNOLOGICAL FORCES 
New and improved products, often at lower costs, are constantly made possible 
through advances in technology (Gamble, Thompson & Peteraf, 2013:55). 
These changes can drastically alter the industry’s landscape and extend its 
frontiers. Technology trends can significantly affect organisations’ marketing 
strategies, manufacturing processes, vendors, products and services, suppliers 
and distributors, as well as their overall competitive position. David (2012:102) 
concurs that technological forces represent major opportunities and threats that 
must be considered when organisations formulate their strategy.  
2.7.1 Telecommunication 
Modern communication technology plays a critical role in both the economic 
and social lives of a region’s citizens. A well-established telecommunications 
network can improve both the competitiveness and efficiency of local business 
while encouraging the development of new business ventures (ECSECC, 
2014:56). Telecommunications also improve the ability of people to find 
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employment. In 2013, 53 percent of households in the Nelson Mandela Bay 
region of the Eastern Cape province had access to a telephone in their dwelling, 
compared to 48 percent in 1995. The ECSECC (2014:56) further reports that 
the number of telephones in the area increased from 110 909 in 1995 to 177 
926 in 2013. However, mobile phones have become more common as many 
people do not have access to fixed landlines. 
The telecommunications industry in the Eastern Cape is characterised by rapid 
technological advancements (WTO, 2008). The telecommunication sector is 
one of the fastest growing sectors in the South African economy, mainly due to 
mobile telephony penetration (Luiz & Stephan, 2012:624). Jackson and 
Crandall (2001) concur that key technology drivers include mobile 
communications, data networks and broadband internet access. The past ten 
years have been marked by drastic changes in the South African 
telecommunications sector. The internet, essentially, changed the way people 
and business communicate, by providing mobile wireless connectivity to many 
who previously had no access to telephones (Gillwald, 2005:470).  
After 1994, the South African government passed legislation to deregulate the 
telecommunications sector from the monopoly of the state enterprise Telkom 
(Horwitz & Currie, 2007:445). This deregulation makes it easier and more 
affordable for businesses and individuals to access information, as the country 
shifts to a more digital economy (Botha, 2005:36). Operating both mobile and 
fixed line services, Telkom is South Africa’s main telecommunications service 
provider with a broadband footprint covering 90 percent of the country (Mutula & 
Mostert, 2010:41). The latest wireless, fixed line and broadband technologies 
are utilised, providing a telecommunication network that is 99 percent digital. 
According to Luiz and Stephan (2012:624) and Mutula and Mostert (2010:41), 
South Africa has the most developed telecommunications network on the 
African continent.  
Horwitz and Currie (2007:445) state that the telecommunication legislation that 
has been passed also entailed the establishment of a regulatory body called the 
Independent Communication Authority of South Africa (ICASA). ICASA’s 
mandate stipulates that it has to ensure compliance monitoring and 
enforcement of the telecommunications regulatory code. Researchers have 
found that it has failed to do so effectively (Oberholzer, Cullen & Adendorff, 
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2014:98). The shortage of human resource capacity and the ministry are two of 
the main reasons provided for this failure (Gillwald, 2005:488).  
2.7.2 Information Technology (IT) 
Information technology is regarded as a key input to all sectors of the economy, 
with the result that inefficiencies in the IT sector negatively impact on the 
economy at large (Mabotja & van Heerden, 2005:716). Rapid advancements in 
information technology have been a significant driving force in the economy, 
especially developments around the increased utilisation of the internet (Botha, 
2005:36; Kyobe, 2011:1). The authors maintain that business activities are no 
longer only confined by their physical resources, but are a blend of e-
commerce, land and buildings, mobile-commerce, television-commerce and 
people. Below is a list of salient factors pertaining to the internet and information 
technology that business organisations in the Eastern Cape province have to 
consider: 
• Financial reporting on the internet reduces costs, is instantaneous, and 
allows for broader and deeper analysis of data (Barac, 2004:1). 
• Access to global markets could significantly increase revenue for smaller 
companies, ultimately levelling the playing field between them and large 
companies (Dlodlo & Mafini, 2014:48). 
• The vast differences in geographical distribution of the population, and the 
diverse adversities faced, require that business effectively utilises mobile 
technology to reach consumers (de Klerk & Kroon, 2005:38). 
• A shortage of skilled IT professionals prevails (Dixit & Stiglitz, 2004:204). 
2.8 LEADERSHIP IN THE EASTERN CAPE PROVINCE 
Leaders are significantly influenced by the cultural and social values of their 
societies at regional and national levels (Hofstede, 1980; Rubio-Sanchez, 
Bosco & Melchar, 2013:19). To this end, the Eastern Cape has been credited 
with producing a number of great leaders, including the first two democratically 
elected presidents of South Africa, Nelson Mandela and his successor Thabo 
Mbeki (Broodryk, 2010a:36). These leaders are revered internationally for their 
exemplary Ubuntu style of leadership, as well as their humanness, tolerance 
and ability to forgive (Broodryk, 2010b:14; Littrell, 2011:71). Several prominent 
leaders share an alma mater situated in the Eastern Cape, called the University 
of Fort Hare. The university is referred to as the crucible of African leadership, 
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as five heads of state: presidents Nelson Mandela of South Africa, Robert 
Mugabe of Zimbabwe, Yusuf Lule of Uganda, Sir Seretse Khama of Botswana 
and Ntsu Mokhehle of Lesotho, are all alumni of the University of Fort Hare 
(Dune, 2016). The Provincial Tourism Agency (ECPTA, 2016) describes the 
Eastern Cape as the ‘home of legends’ based on the iconic leaders that 
originate from the region. The agency identified the leaders listed below, who 
were all born in the Eastern Cape, giving credence to the importance of the 
region in leadership development:  
• Enoch Sontonga (Uitenhage, 1873 -1905). Sontonga composed Nkosi 
Sikelel’ iAfrika which became the national anthem of South Africa. 
• Robert Sobukwe (Graaff-Reinet, 1924 – 1978). Sobukwe is the founder of 
the Pan Africanist Congress (PAC) and held the position of secretary of the 
African National Congress Youth League (ANCYL). 
• Nelson Mandela (Qunu, 1918 - 2013). First democratically elected president 
of South Africa. Mandela received 250 awards including a Nobel Peace 
Prize, the US Presidential Medal of Freedom as well as the Soviet Order of 
Lenin. 
• Steve Biko (King William’s Town, 1946 – 1977). First president of the South 
African Students’ Organisation and honorary president of the Black People’s 
Convention.  
• Govan Mbeki (Nqamakwe, 1910 - 2001). Studied at Fort Hare University; 
leader of the African National Congress and South African Communist Party 
(SACP).  
• Chris Hani (Cofimvaba, 1942 – 1993). Studied at Fort Hare University; 
leader of the SACP; Chief of Staff of Umkhonto we Sizwe. 
• Walter Sisulu (Engcobo, 1912 – 2003). Co-founder of the ANC Youth 
League, Deputy President of the ANC.  
 
In addition to the iconic political leaders mentioned above, several business 
leaders have their roots in the Eastern Cape. Three of the most prominent 
leaders and their achievements are summarised in the list below. 
• Anthony Rupert (Graaff-Reinet, 1916 – 2006). Tobacco tycoon and founder 
of the Rembrandt Group; Co-founder of WWF for Nature (Meldrum, 2006).  
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• Sakumzi Macozoma (Port Elizabeth, 1957 - present). Chairman of Safika 
holdings, Liberty Group, Stanlib, Tshipi é Ntle and Ntsimbintle Mining. 
Deputy Chairman of the Standard Bank Group (Ventures Africa, 2012). 
• Philipp Gutsche (Port Elizabeth, 1938 - present) – Chairman of Coca-Cola 
Sabco – largest bottler of Coca-Cola in Africa, the tenth largest bottler of 
Coca-Cola worldwide; Director of Coca-Cola Fortune (Pty) Ltd. Founder of 
Gutsche Family Investments (Williams, 2014).  
Hofstede (2010) states that leadership and management cultures form part of 
national societies and should therefore be examined accordingly. The corporate 
environment has experienced a plethora of changes in recent years, and these 
changes are posited to have a significant effect on national and corporate 
values and, consequently, their cultures (Rubio-Sanchez et al., 2013:20). The 
Eastern Cape is experiencing significant economic and socio-cultural 
challenges in the region’s macro-environment, and these challenges cannot be 
divorced from the corporate environment. The social, political and economic life 
of the province is therefore impacted upon by changes in cultural values; these 
changes, in turn, influence the traditional face of the modern workplace 
(Inglehart, 2008).  
2.9 CONCLUSION 
This chapter provided an overview of the business environment of the Eastern 
Cape province. A broad context to the study was provided, by conducting an 
external assessment of current factors that threaten business survival or 
provide opportunities to foster business growth. The economy was found to be 
growing, but this growth is marred by social issues such as extreme poverty, 
high levels of unemployment and restrictive labour laws. The Eastern Cape has 
limited mineral resources, but the potential to grow the economy through 
alternative energy sources of wind farming and shale gas fracking are 
noteworthy. The province further shows potential in terms of economic growth 
and growth in infrastructure relating to the existence of the region’s air and sea 
ports.  
The recent establishment of industrial development zones in the Nelson 
Mandela Bay and Buffalo City municipalities was found to be of strategic 
importance to the province. Several prominent political and business leaders 
have their roots in the Eastern Cape. This has led to the province being labelled 
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the crucible of African leadership. In the next chapter a theoretical overview of 
Ubuntu leadership is provided, and is the first of three chapters forming the 
theoretical framework of the study. 
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CHAPTER THREE 
THEORETICAL OVERVIEW OF UBUNTU LEADERSHIP 
 
3.1 INTRODUCTION 
The previous chapter provided the context of the study by discussing key 
economic, social, cultural, demographic, natural environment, political, 
governmental, legal, technology, and competitive forces that affect South 
African manufacturing organisations. This chapter reviews the literature relating 
to Ubuntu as one of the independent variables of the study. The origin, 
definitions and underlying values of Ubuntu are explored, and extant models 
relating to the business management field are critically reviewed.    
3.2 DEFINING UBUNTU 
Scholars of Ubuntu frequently state that Ubuntu cannot easily be translated and 
conveyed into the English language (Brooke, 2008:49; West, 2014:48). 
According to Tutu (1999:34), the concept speaks to the very essence of being 
human. When it is said that someone has Ubuntu, it means that such a person 
is compassionate, caring, friendly, hospitable and generous. Tutu (1999:34) 
desribes Ubuntu as: “my humanity is caught up, is inextricably bound up, in 
yours”. Karsten and Illa (2001:104) agree that Ubuntu expresses Africans’ 
worldview based on their culture, which makes it difficult to render in the 
Western context.  
Ubuntu is best translated into English to mean “humanness” or “being human” 
(Khoza 2006:6; Mangaliso & Damane 2001:24). West (2014:48) concurs that 
the concept of Ubuntu is variously translated as African humanness, humanity, 
humanism or humanness, or the process of becoming human. It is described as 
a pervasive spirit of caring and community, harmony and hospitality, as well as 
the respect and responsiveness that African people show toward each other. 
Ubuntu is also characterised by a high degree of harmony and continuity 
throughout the system (Mangaliso & Damane 2001:24).  
Notwithstanding the complexities of a formal definition, Ubuntu can also be 
defined by its etymology. Lutz (2009:315) indicates that the word Ubuntu 
belongs to the Nguni group of languages and has various equivalents in other 
Bantu languages, for example, ‘utu’ in Swahili. Ramose (1999:50) explains that 
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the word Ubuntu is a combination of ‘ubu-’ meaning ‘being’ or ‘being becoming’, 
and ‘-ntu’ representing ‘being’ taking concrete form, or ‘temporarily having 
become’. Guma (2012:3) and Mkhize (2008:41) agree that ‘-ntu’ is a common 
suffix in African languages meaning ‘human’.  
Ubuntu is often described by the Nguni adage: “Muntu, umuntu ngabantu”, 
which roughly translates to “a person becomes human through other persons” 
(Matolino, 2013:200; Mboti, 2015:125; Poovan, 2006:17) or, “I am because we 
are” (Guma, 2012:3). According to Bekker (2006), this statement reflects the 
capacity in African culture to show compassion, humanity, dignity, reciprocity, 
and mutuality in the interest of caringly building communities with  justice.  
Broodryk (2006:2) similarly defines Ubuntu as: “An African worldview based on 
primary values of intense humanness, caring, sharing, compassion and 
associated values, ensuring a happy and qualitative human community life in 
the spirit of family”. This definition offers a comprehensive conceptualisation of 
Ubuntu and is, therefore, adopted as the formal definition of Ubuntu in this 
study.  
3.3 ORIGIN AND BACKGROUND OF UBUNTU 
The origins of Ubuntu, also referred to as African humanness, can be traced as 
far as back the ancient Egyptian concept of Nechtar Ma’at (Broodryk, 2010:54; 
West, 2014:48). According to Koka (cited by Broodryk, 2010:54), the seven 
fundamental virtues of the Netchar Ma’at are truth, justice, propriety, harmony, 
balance, reciprocity and order. These virtues form the basis for understanding 
Ubuntu and were used as guidelines for correct moral behaviour. Martin 
(2008:15) explains that Ma’at is an ethical and moral principle that all Egyptians 
were expected to embrace in their daily actions toward god, environment, 
nation, community and family. The concept extends beyond ancient times as an 
analytical tool in studying African cultural expression.  
The word Ubuntu is an Nguni word, which makes it indigenous to South Africa 
(Lutz, 2009:315). Synonyms for Ubuntu, however, also exist in other countries 
like Botswana and Zimbabwe, in the Tswana and Shona languages. This 
indicates that Ubuntu is not uniquely South African (West, 2014:48). Matalino 
and Kwindingwi (2013:198) iterate that Ubuntu is rooted in the quest for human 
dignity and the identity of African people. For many African countries it forms 
part of the third phase of liberation and renewal following colonialization and 
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transformation. Similarly, the democratic transition in South Africa brought with 
it concerted efforts to revive and foster Ubuntu values in society (Matolino & 
Kwindingwi, 2013:197).   
3.4 THE IMPORTANCE OF UBUNTU 
Excellent leadership appears to be a rarity in Africa, and many of the continent’s 
problems have been associated with poor leadership (Salawu, 2012:17). 
Scholars often argue that the domination of Eurocentric leadership and 
management practices are inadequate because the challenges faced in Africa 
are entrenched in very different cultural, political economic and social contexts. 
Traditional American and European management concepts have failed to 
address the needs of highly diverse societies undergoing rapid social and 
economic development, as is the case with South Africa. Home-grown value-
based leadership systems like Ubuntu are, therefore, much needed (Poovan, du 
Toit & Engelbrecht, 2006:25) .  
The clear contrast between Africa and the rest of the world frequently causes 
African scholars to resist the transfer of knowledge from the west (Guma, 
2012:1). Nkomo (2006:9) relates to this contrast by explaining that western 
management is western, modern and individualistic, while African management 
philosophy strongly focusses on communalism, traditional values, cooperative 
teamwork and mythology. Nkomo (2006:9) explains that the African leadership 
paradigm is characterised by a purposeful focus on the dignity of people and 
takes a deeply entrenched collectivist perspective, unlike the more self-serving 
and individualist paradigm of the West.  
Lutz (2009:317) states that most modern leadership publications originate in the 
West. This incongruity results in African managers not often practicing what 
they have learned through literature. African managers, therefore, need a 
management theory that is consistent with their communal culture. Lutz 
(2009:317) stresses that there is work to be done by scholars from various 
African cultures in identifying how the virtues of Ubuntu relate to the real world 
of African business. Relating to the South African context, Cox, Amos and 
Baxter (2008:72) concur that the challenge for managers is to understand what 
a race, culture and gender diverse workforce value in a leader. The authors cite 
evidence of the lack of universality of Western leadership practice and theory 
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and, thus, the need to assess the applicability of Western leadership in the 
African context.  
Exporting Ubuntu beyond Africa, Nussbaum (2003:7) believes that a new 
business paradigm can be developed if organisational practices are infused with 
Ubuntu. Western business often exhibits a culture lacking soul and emotional 
attachment, and is often associated with an organisational climate of harsh 
technical professionalism. Ubuntu, as a new management paradigm, holds the 
potential to free the west from this culture by adopting a more humanistic view. 
Ubuntu leadership traits could potentially fill the gaps identified in typical 
Western leadership styles, as listed in Table 3.1, below (Bertsch, 2012a:92). 
Table 3.1: Missing traits of leadership 
Missing trait GLOBE Definition Attributable GLOBE 
dimensions 
Ubuntu Concept 
Inspirational Inspires emotions, 
beliefs, values, and 
behaviours of others; 
inspires others to be 
motivated and to work 
hard 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Respect, Dignity, 
Compassion 
Visionary Has a vision and 
imagination of the 
future 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Compassion, 
Solidarity, Survival 
Encouraging 
and advising 
Gives courage, 
confidence or hope 
through reassuring 
and advising 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Solidarity, 
Compassion, 
Respect, Dignity 
Self-sacrificial Foregoes self-interest 
and makes personal 
sacrifices in the 
interest of a goal or 
vision 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Survival, Solidarity, 
Compassion, 
Respect, Dignity 
Sincere Means what he/she 
says 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Respect, Dignity, 
Compassion, 
Solidarity 
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Table 3.1 (continued): Missing traits of leadership 
Missing trait GLOBE Definition Attributable GLOBE 
dimensions 
Ubuntu Concept 
Trustworthy Deserves trust, can be 
believed and be relied 
upon to keep his/her 
word 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Respect, Dignity, 
Compassion, 
Survival 
Honest Speaks and acts 
truthfully 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, In-
group collectivism 
Respect, Dignity, 
Compassion, 
Survival 
Not 
Individually 
oriented 
Concerned with and 
places high value on 
preserving group 
rather than individual 
needs 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, 
Humane orientation 
Survival, Solidarity, 
Compassion 
Not Non-
egalitarian 
Believes that all 
individuals are equal 
and all should have 
equal rights and 
privileges 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, 
Humane orientation 
Survival, Solidarity, 
Compassion 
Not Elitist Believes that no one is 
superior and no one 
should enjoy special 
privileges 
Performance orientation, 
Gender Egalitarianism, 
Power distance, 
Uncertainty avoidance, 
Humane orientation 
Survival, Solidarity, 
Compassion 
Source: (Bertsch, 2012a:93) 
The missing aspects within preferred American leadership styles of 
Charismatic/Values-Based Leadership and Participative Leadership are 
identified in Table 3.1. Based on the GLOBE (Global Leadership and 
Organisational Behaviour Effectiveness) study, the model identifies the need to 
embrace aspects of Ubuntu leadership and infuse it with preferred western 
leadership aspects to improve and transform organisations (Bertsch, 2012a:93). 
Karsten and Illa (2005:617) agree that Ubuntu is much needed in business, and 
can achieve similar success as other management concepts like Total Quality 
Management (TQM). This can be realised in a comparable way to TQM, by 
ensuring that Ubuntu becomes an integral way of managing organisations. 
Mbigi (1997) agrees that African wisdom, as exemplified by Ubuntu, must be 
integrated into leadership, management and corporate structures. The potential 
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value that Ubuntu brings emphasises the urgent need for harmony, 
interconnectedness, and hospitality in the workplace (Karsten& Illa, 2005:617). 
Broodryk (2006:2) outlines the following points to give further credence to the 
importance of Ubuntu: 
• Ubuntu is the value base of the Constitution of the Republic of South Africa, 
which is generally regarded as a recommendable constitutional model in the 
modern world 
• It is part of the vision and mission of the transformation of the new public 
service in the spirit of Batho Pele (people first) 
• It is a principle upon which various policies on welfare are based 
• It is part of the White Paper of various government departments, for 
example, the Departments of Social Development, Education, Safety and 
Security 
• Various companies in the private sector hold Ubuntu as their business 
philosophy  
• Ubuntu is taught at tertiary institutions within disciplines like Education, 
Welfare, Philosophy, Philosophy of Education, Anthropology, Sociology, 
Criminology, Public Administration, Law, and Commercial studies 
• Ubuntu forms part of the National Education Curriculum as it is included in 
guidance subjects 
• Ubuntu formed the basis upon which the hearings of the post-apartheid 
Truth and Reconciliation Commission was held 
• It is the basis of several national youth development programmes and 
strategies  
• Ubuntu is the philosophical framework of the National Moral Regeneration 
Movement of the Republic of South Africa. 
Sigger, Polak and Pennink (2010:i) state that while Ubuntu cannot be ignored 
when evaluating the African landscape in terms of management concepts, the 
majority of articles published on Ubuntu take a philosophical perspective and 
have a weak empirical foundation. The authors maintain that scholars have not 
established any clear evidence to confirm the existence of Ubuntu in African 
organisations.  
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3.5 THE VALUE DIMENSIONS OF UBUNTU 
Several values form an integral part of the Ubuntu philosophy and way of life. 
Broodryk (2002) states that Ubuntu is based on primary values of intense 
humanness, caring, sharing, dignity and respect. It captures concepts of 
humanness, humane-ness and humanity, and expresses compassion and 
respect for others, and is strongly focussed on community life in the spirit of 
family. Mkhize (2008:43) concurs that Ubuntu includes values of care, empathy 
and respect for others, as well as social justice and righteousness.  
Ubuntu values are not exclusively African and can also be seen as universal 
humanistic values. These values are general leadership values that should be 
practised by excellent leaders (Van Der Colff, 2003). For this reason, the social 
values of Ubuntu can be incorporated into organisations to create not only a 
value-centred and inclusive culture, but also to develop a network of values that 
is appropriate for the diverse workforce in South Africa. This values-based 
leadership derived from Ubuntu values can enhance team effectiveness and, 
ultimately, organisational effectiveness, as illustrated by Figure 3.1, below 
(Poovan et al., 2006:23).  
Figure 3.1: Relationships between Ubuntu values, value-based leadership 
and team effectiveness 
 
Source: Poovan et al. (2006:23) 
3.5.1 Humanness 
Humanness towards others is a central tenet of the Ubuntu philosophy, and is 
often used as a synonym for Ubuntu (Newenham-Kahindi, 2009:92; Sigger et 
al., 2010:3; Le Grange, 2012:61; Dolamo, 2013:2). Guma (2012:4) notes that 
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the belief is a universal bond of sharing that connects all humanity. It mirrors a 
concern for the whole of humanity and distinguishes the contribution of all 
humanity towards a common human virtue reflected in Ubuntu. Within a shared 
community, humanness emphasises the interconnectedness of individuals in 
society (Brubaker, 2013:96). Ubuntu cultures place a premium on humanism as 
they recognise the rights of a community of humans to behave in accordance 
with their set of beliefs, including religious beliefs (Shrivastava, Selvarajah, 
Meyer & Dorasamy, 2014:53). Figure 3.2, below, outlines how the humanness 
found in Ubuntu cultures is a driver of personal qualities that influence 
managerial behaviour and, ultimately, foster employee perceptions of an 
excellent leader. 
Figure 3.2 Generic Excellence in Leadership framework 
Source: Adapted from Shrivastava et al. (2014:53) 
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From Figure 3.2 it is hypothesised that Ubuntu-driven variables would influence 
the personal qualities of managers and foster excellent leadership (Shrivastava 
et al., 2014:54). The need for compassion towards all in such cultures is a 
priority, and means that thinking with the heart trumps thinking apathetically and 
exclusively with one’s mind. In Ubuntu cultures, the sense of inclusivity entails 
putting the interests of one’s tribe or larger community ahead of one’s narrower 
self-interests. This humanistic concern for relationships is cited as the reason 
why marginalised people were often able to survive through turbulent and 
adversarial times. Poor living conditions under apartheid in South Africa are 
noted as a case in point, where families only survived on account of Ubuntu. 
These communities responded by sharing with those in need. Through Ubuntu, 
the Truth and Reconciliation Commission, under the direction of Desmond Tutu, 
were able to bring about reconciliation by upholding the humanness of 
perpetrators and victims (Brubaker, 2013:101). 
Buckeridge (2009:431) states that a simplistic definition of humanness is being 
aware, particularly awareness of the self in relation to others in a community. 
Humanism, however, is defined as the central idea that human beings possess 
dignity and value in themselves (Gaylard, 2004:226).  From the definition that 
humanness is ‘being aware’, Buckeridge (2009:431) recognises that the 
significance of community lies within the Bantu concept of Ubuntu. Furthermore, 
Ubuntu is described as a process that seeks to establish unity through the act of 
living together as harmonious communities. Ubuntu is therefore an important 
tendency by which people express and extend humanness within a community 
(Nussbaum, 2003).  
Ramose (2009) extends the interpretation of humanness beyond human social 
interaction. Humanness is suggested as being continuous, as both a condition 
of being and the state of becoming. It is thus opposed to any ‘-ism’, including 
humanism, for this tends to suggest a condition of finality, a kind of absolute 
either incapable of, or resistant to, any further movement. Le Grange (2012:63) 
concurs that the interconnectedness and wholeness of individuals with the 
social and natural implies that caring for others also involves a duty to care for 
nature. 
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Dolamo (2013:2) explains that while Ubuntu is frequently cited as humanness, it 
is also referred to as ‘humanity’. Explaining Ubuntu as humanity, however, may 
be misleading and confusing, since humanity may simply refer to humankind. 
Dolamo (2013:2) asserts that humanness is more appropriate, as it refers to the 
inner core – the soul - of an individual person. Shutte (2001:2) elaborates on 
this by stating that the concept of Ubuntu exemplifies an understanding of what 
is necessary for human beings to grow and find fulfilment, and what it is to be 
human. It is an ethical concept and expresses a vision of what is valuable and 
worthwhile in life. This vision is rooted in the history of Africa and is at the centre 
of the culture of most South Africans.  
Mbigi (1997) summarises Ubuntu into five collective values of survival: solidarity 
spirit, compassion, dignity and respect. The author uses the analogy of a 
human hand to illustrate how these values are associated and functions. The 
thumb, although stronger than the other fingers, would still require the 
cooperation of the other fingers to get menial tasks done. Each finger represent 
a value, and must be seen as individuals who interact in a collective way in 
order to achieve a certain objective. From this analogy, the fingers signify the 
key values of Ubuntu necessary to create and maintain a collective culture 
(Sigger, Polak & Pennink, 2010:4). Bertsch (2012:90), however, asserts that 
Ubuntu is not merely a description of African values, but should be viewed as 
an African social philosophy.  The five dimensions, as described by Mbigi 
(1997), and other social values frequently cited by Ubuntu scholars are 
discussed in the following sections. 
3.5.2 Survival  
Poovan, du Toit and Engelbrecht (2006) assert that survival is fundamental to 
Ubuntu and assumes the sharing of resources based on mutual concern for 
existence. To overcome difficulties, individuals rely on the ‘shared will to 
survive’ of the group or community, and this reliance is manifest through 
brotherly care for each other. In organisational contexts, this value may be 
expressed through generosity and concern for the interests and needs of others 
in the organisation (Brubaker, 2013:102). This reliance and collective belief 
results in a view that survival is only possible through brotherly care rather than 
individual self-reliance. The end result of pooling resources, collective efforts 
and community, is survival. Personal difficulties are times to display 
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responsibility, accountability, sacrifice, and a spirit of service towards the 
community’s survival (Mbigi, 1997; Mbigi & Maree, 2005; Poovan et al., 2006) 
3.5.3 Solidarity  
Solidarity is defined as the preservation and firm determination of individuals to 
commit to the common good of all members of a community (Lutz, 2009:368).  
West (2014:47) notes that it is important to understand the importance of social 
cohesion within African societies, and the crucial role of solidarity between 
individuals. Karsten and Illa (2001:103) agree that solidarity plays an important 
role, and social group cohesion is vital to understanding an individual’s 
behaviour.  
Africans are taught from very early childhood to understand that difficult goals 
and tasks can only be accomplished collectively. The idea of ‘self’ as an 
individual does not exist in the Ubuntu context, but ‘self’ refers to the community 
(Mbigi, 1997; Mbigi & Maree, 2005; Poovan et al., 2006). It is difficult to define 
individuals based on physical and psychological properties that are separate 
from the community. Individuals are defined in the context of the collective 
community (Nussbaum, 2003:13). The underlying belief is that all people are 
interconnected and share common and communal responsibility to and for each 
other.  
According to the concept of Ubuntu, the spirit of solidarity is moulded by 
individuals who feel part of a community that is seen as an extension of the 
individual’s family (Poovan, du Toit & Engelbrecht, 2006:20). In this collective 
setting, the ‘I’ becomes diminished and the ‘we’ becomes augmented. This 
interconnectedness and collective mind-set facilitate the development of a spirit 
of solidarity. The spirit of solidarity that is ubiquitous with African communities, 
allows these communities to begin to see themselves as one. It  results in 
everyone pulling and moving towards a common objective (Poovan, du Toit & 
Engelbrecht, 2006:20). Broodryk (2006:27) concedes that this type of 
brotherhood and unity is echoed in the widely popularised Zulu word “Simunye”, 
which means “we are one”.  
Poovan, du Toit and Engelbrecht (2006:23) assert that the ‘we’ state of mind 
leads to further cohesion of the group when tasks, large and small, are 
successfully completed. It creates a much higher sense of accomplishment, 
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since individuals see themselves as belonging to the collective, and are 
dependent on each other. Sigger, Polak and Pennink (2010:13) agree that 
when individuals feel that they have become part of the community, it will 
influence the development of a spirit of solidarity. Solidarity is about 
accomplishing difficult tasks collectively. According to Sigger, Polak and 
Pennink (2010:13), personal interests are less important than community 
needs, as African people feel an intense responsibility towards the community. 
In organisations, the solidarity spirit can be translated into collective singing, 
effort at work, celebrations, rituals and family life. These ceremonies and 
celebrations create a pleasant work environment, and cultivate a sense of trust 
and belonging. Happiness and harmony also fall under the spirit of solidarity. A 
happy life indicates that other people should be praised on achievements and 
gratitude for favours done. 
A spirit of solidarity can increase the cohesion between team members in the 
organisation (Broodryk, 2006). It could be the principle of the creation of a 
culture of empowerment and teamwork within the organisation. The solidarity 
spirit improves the community feeling within the organisation. Based on these 
statements, it can be concluded that solidarity is a necessary condition for team 
cohesion and commitment. Even after working hours, people meet and spend 
time with each other (Poovan et al., 2006). The common understanding is that 
together the team can accomplish more than if each member should work 
individually. Mangaliso and Damane (2001), however, stress that the time 
aspect within the philosophy of Ubuntu is not as relevant. Within the spirit of 
solidarity, it does not matter in what timeframe goals are achieved. Time is 
therefore seen as an integrating construct, and a means to an end. 
According to Mbigi (2005), this propensity towards solidarity needs to be 
harnessed by organisations, by developing appropriate managerial approaches 
and practices. The application of solidarity by business organisations requires 
that organisational leaders not only see the organisation as a legal entity, but as 
a community of interconnected people. Brubaker (2013:102) concurs that 
organisations should view themselves not merely as a collection of individuals, 
but as a body that exists to benefit the organisational community, and the 
greater communities that it serves outside the organisation.  Shrivastava et al. 
(2014:50) also advocate for solidarity to be welcomed by modern organisations 
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that have a high regard for collaboration in the workplace. The authors maintain 
that organisations that endeavour to move towards a more inclusive structure 
will reap many rewards. The solidarity spirit of Ubuntu simultaneously supports 
cooperation and competitiveness by allowing individuals to contribute their best 
efforts for the betterment of the entire team (Mangaliso & Damane, 2001:25). 
Everyone understands that together the team can accomplish more than if each 
individual worked alone. This concept of synergy, whereby the whole is greater 
than the sum of its parts, is an integral part of Ubuntu. 
Mangaliso and Damane (2001:26) further suggest that organisations ensure 
that individuals continue to uphold this spirit, by linking reward systems to team 
performance. The acknowledgment of relationship ties is an important factor, as 
it can foster harmony and commitment in the workplace. Whenever practical, 
these relationships should be taken into account in formulating company 
policies such as recruitment, placement, promotion, transfer, reward and 
discipline. Organisations that can match their corporate strategies, policies and 
procedures with the values and beliefs of local communities will enjoy a 
sustainable competitive advantage (Mangaliso & Damane, 2001:26). 
3.5.4 Compassion  
A human quality of understanding the dilemmas of others and wanting to help 
them (Nussbaum, 2003; Poovan et al., 2006). Beyond the western interpretation 
of compassion and empathy, Africans reach out to others, go out of their way to 
help others, all in an effort to become more human by fostering relationships 
and friendships as they practice compassion (Broodryk, 2002). Specifically, 
Africans strive for interconnectedness by sharing and giving without worry or 
concern for receiving (Poovan et al., 2006). Africans practice ‘Ukwenana’ which 
means to give unselfishly without expecting anything in return (Broodryk, 2002). 
3.5.5 Dignity and respect  
Respect is defined as “an objective, unbiased, consideration and regard for the 
rights, values, beliefs and property” of the community (Poovan et al., 2006:18). 
Respect is one of the building blocks of Ubuntu, and includes respect for one’s 
beliefs and religion (Sigger, Polak & Pennink, 2010:36). Closely related to 
respect is the aspect of dignity. Dignity is believed to be a precursor to respect 
and is understood to be a quality that earns or deserves respect (Poovan et al., 
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2006). This means that there is a reciprocal connection between dignity and 
respect within the Ubuntu philosophy. Poovan et al. (2006) suggest that 
members of society become dignified by others being respectful. 
Most scholarly studies of Ubuntu combine the values of dignity and respect 
under one heading, signifying the strong confluence of these two values 
(Brubaker, 2013:101).  Kamwangamalu (1999:26) agrees that respect for any 
human being also means respect for human dignity and for human life. In 
Ubuntu terms, this essentially means a humanistic experience of treating all 
people with respect, thus granting them their human dignity. Dolamo (2013:4) 
cites Mcunu (2004) in stating that human dignity is inclusive of the values of 
respect, free will and freedom. The author maintains that dignity is intrinsic and 
disregards the social standing of a person in the community. It is intrinsic in that 
there have to be dignified conditions for people to live a dignified life (Mcunu, 
2004:4).  
The social values of dignity and respect are deeply rooted in communities that 
embrace the Ubuntu value system (Mphahlele, Ogude, Ramakuela, Ramogale 
& Thuynsma, 2002). Respect is also a common value held in Western cultures, 
but in these cultures respect centres around the individual’s freedoms and civil 
rights. Ubuntu, conversely, emphasises a communal respect for one’s fellow 
man, which extends to a sense of place and position in a larger social, natural 
and cosmic order (Mphahlele et al., 2002). Relating the values of dignity and 
respect to the workplace, Prinsloo (2000:280) states that employees will be 
more productive when treated with respect. Based on the African idiom 
‘Makhura a kgosi ke batho’, Louw and Schenk (2002:100) affirm that 
organisational leaders will enjoy recognition from their followers when 
employees are respected. This affords leaders their legitimacy, placing them in 
a favourable position to influence followers to achieve organisational outcomes. 
Employees therefore respond by showing greater commitment to organizational 
goals if they sense that they are being treated with respect and dignity 
(Mangaliso & Damane, 2001:26).  
The most pertinent time to exhibit the values of respect and dignity in the 
workplace are during times of disagreement and conflict between management 
and employees. Disagreement as a result of gender, race and age diversity, as 
well as diversity in education and upbringing, pose significant challenges in the 
 76 
  
South African workplace (Poovan, du Toit & Engelbrecht, 2006:20). Different 
team members may have varied contributions based on their cultural value 
systems, which often leads to contradictions. A leadership style incorporating 
the social values of Ubuntu is strongly advocated as a means to create some 
common ground (Poovan, du Toit & Engelbrecht, 2006:20).  
Newenham-Kahindi (2009:92) agrees that organisational leadership practices 
are essential elements in the development of institutional competences and 
sustainability. The African term ‘Indaba’ refers to a traditional social structure of 
handling conflict and resolving any debate that may arise within a group. The 
term implies that leadership is defined according to the leader’s experience and 
competence. Indaba decision-making tends to be circular and inclusive. It 
promotes leadership engagement in more experienced individuals. Although the 
term itself is grounded in dignity and respect, any form of debate must be 
honoured and respected by all (Newenham-Kahindi, 2009:92).  
Leaders in African communities are accorded great dignity, highly respected 
and are powerful (McFarlin, Coster & Mogale-Pretorius, 2006:72). However, 
leaders are also expected to be approachable, to manage informally, and to 
ensure the free flow of information. Dignity and respect is therefore an important 
facet to develop a representative and inclusive organisational culture. For 
leaders to be respected and followed with dignity, leaders first have to respect 
employees and create a dignified organisational climate (Van Der Colff, 
2003:260). Recognising the contributions of employees and celebrating 
achievements are observed by employees as encouraging the heart. Dignity 
and respect is demonstrated through the leader’s personal value commitment to 
the development of all employees (Van Der Colff, 2003:260).  
A person’s age is another important dimension of African thought systems 
relating to respect. Prinsloo (2000:277) explains that the virtue of respect for 
older people implies humanness in terms of personal development. An older 
person has more to offer by way of personal influence and power than a 
younger one, and is therefore more of a person. The result is that the elderly 
continue to play a vital role in society, in contrast to the dominance of the youth 
in social practices in Western societies. Similarly, Mangaliso and Damane 
(2001:26) state that age is regarded as a continuous process of acquiring 
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wisdom and maturing; the authors simplistically state that “grey hairs are 
respected”.  
Mangaliso and Damane (2001:26) elaborate on this by suggesting that 
organisations that understand the cultural role of age, and apply it in business 
practise, will ultimately achieve a competitive advantage. One example quoted 
by the authors relates to the practices of human resource recruitment and 
promotion of people into leadership positions. Where candidates are equally 
and suitably qualified, the Ubuntu ethos would favour the candidate with more 
seniority in terms of either chronological age, experience in the position, or 
service to the company. The consequence is that junior employees who are not 
initially selected or promoted, will only have this opportunity in the future. 
Mangaliso and Damane (2001:26) substantiate this by quoting a Nguni idiom 
"Zisina zidedelana", which denotes that in a dance, everyone will eventually get 
a turn on centre stage. Relating this idiom to organisations, the criteria for 
selecting employees into leadership positions must not be limited solely to 
demonstrated mastery of technical skills. Age must be taken into account as an 
asset, and not as a liability perceiving older people as becoming obsolete or 
senile. Older employees possess wisdom, experience and strong informal 
networks that can be used by the organisation to achieve competitive 
advantage. Newenham-Kahindi (2009:92) concurs and states that the Zulu 
terms ‘Ubaba’ and ‘Ukuhlonipha’ relate to respecting experienced elders, and 
promotes leadership engagement of more experienced individuals.  
3.5.6 Caring and sharing 
Ubuntu provides opportunities for business organisations to become more 
caring and generous (Nussbaum, 2003:15). It asserts harmonious inter-
personal relationships, caring for each other, sharing, and self-sacrifice. African 
elders frequently provide both economic and social support for their families, 
beyond what is considered common in the developed world (Klemz, Boshoff & 
Mazibuko, 2010:465). Nkomo (2006:10) states that in African societies, the 
family system is viewed as the fundamental building block of any organisation. 
Flowing from the family system is a communalistic life, which forms the core of 
the African personality and is distinctively African. In traditional African 
societies, caring and sharing are not limited to immediate families, but also 
include extended families (Edoho, 2001:81). 
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Helpfulness towards others creates a climate of community that is based on 
caring and sharing (Mangaliso & Damane, 2001). Through personal 
understanding that all humans are interconnected, Africans find it easy to be 
compassionate to other human beings. Similarly, members of an organisational 
team can also create a shared vision through personal understanding and 
caring for each other. Mangaliso and Damane (2001) assert that personal 
understanding and caring create a sense of belonging in team members, 
resulting in team members who see the bigger organisational picture and are 
more committed and willing to assist each other.  
The unconditional sharing of excess resources, in Ubuntu terms, is called 
Mahala (Broodryk, 2005:180). According to this principle, it is acceptable to give 
something to others free of charge, not expecting anything in return. Relating 
the concept of sharing to the corporate world, Broodryk (2005:181) notes that 
managers who recognise the challenges and frustrations of team members, 
give recognition to and acknowledge such persons. The development of a 
caring and proficient organisation, largely fostered by the leader of the 
organisation, enhances a hopeful workplace and should improve business 
success (Luthans, van Wyk & Walumbwa, 2004). Mbigi (1997) relates sharing, 
in the business management sense, to participation. Olinger, Britz and Olivier 
(2007), however, caution that sharing and caring within the Ubuntu sense are 
not unique to Ubuntu, but are also manifest in many other cultures. What 
differentiates Ubuntu is the sheer intensity with which this value is exhibited by 
people living Ubuntu. 
3.5.7 Interdependence  
The Ubuntu philosophy holds the value of interdependence as superior to 
independence (Nkondo, 2007:90). Christians (2004:243) states that the value 
placed on community, forming the context for defining the humanness of 
Ubuntu, strongly contradicts the isolated and static self of Eurocentric 
philosophy. Regine (2009:17) agrees that isolation and disconnection from the 
community awakens a vulnerable feeling of fear in people embracing Ubuntu. 
This vulnerability also offers the opportunity for deep connections between 
community members through compassion and empathy, which would otherwise 
not be possible. In contrast to Eurocentric leadership, Afrocentric leadership 
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recognises the interdependence of people driven by a collectivist belief 
(Poovan, du Toit & Engelbrecht, 2006:20).  
Ubuntu is preoccupied with a peculiar interdependence of people and how the 
totally relational is possible. This relationship can be mirrored in the 
organisational context. McFarlin, Coster and Mogale-Pretorius (2006:71) state 
that individuals belong to a corporate community in which rules exist to facilitate 
the interpersonal relations on which the community is based. This concept of an 
interdependent community argues that wealth is best achieved by a pragmatic, 
but humanistic, approach to business that emphasises cooperative relations 
among members of the community.  
Through interdependence and mutual recognition of members, communities 
nurture feelings of solidarity that enable the spirit of Ubuntu to flourish (Matolino 
& Kwindingwi, 2013:202). Individuals who embrace interdependence, and 
recognise that they are part of a greater whole, realise that it is in their best 
interests to be generous, cooperative and caring towards each other. Leaders 
guided by Ubuntu are cognisant that team members share more similarities 
than differences (McFarlin, Coster & Mogale-Pretorius, 2006:71). Many 
organisational practices, however, deny this reality and turn a blind eye to the 
interconnected and interdependent world. McFarlin, Coster and Mogale-
Pretorius (2006:71) point out that, in recent years, corporations frantically 
merged becoming mightier in the global marketplace, or downsized to shed 
large portions of their workforce. All of this occurred with little consideration of 
the communities and bonds of trust that were ruptured in the process. 
3.6 PREVIOUS EMPIRICAL STUDIES OF UBUNTU 
Sigger, Polak and Pennink (2010:1) note that a number of African and Western 
scholars have studied Ubuntu in relation to management practise, however, 
these studies follow a philosophical approach with a weak empirical foundation. 
Notwithstanding this limitation, the following sections outline previous empirical 
studies conducted in the fields of business management and leadership.  
3.6.1 Relationships between Ubuntu, leadership, and contextual 
variables  
Muchiri (2011:443) studied the relationship between contextual variables, 
leadership and Ubuntu in Sub-Saharan Africa. The author proposed the 
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relationships between these variables as depicted in Figure 3.3, below, in 
addition to pointing out areas in which additional research is needed. 
Figure 3.3: Relationships between Ubuntu, leadership, and contextual 
variables  
 
Source: Muchiri (2011:443) 
The framework depicted in Figure 3.3 focuses on two contextual factors, 
namely, societal culture and patrimonial behaviours, in addition to 
transformational leadership and the Ubuntu philosophy. Muchiri (2011:447) 
proposes that organisational leaders harness Ubuntu to improve employee 
behaviours towards organisational effectiveness. Promoting the Ubuntu 
philosophy will influence employees’ general satisfaction, high levels of effort 
and performance, organisational commitment, confidence, as well as the trust 
and loyalty given to the leader.  The author maintains that leaders who promote 
the Ubuntu philosophy will empower followers, which will lead to high efficacy 
and motivation, organisational citizenship behaviours, and subsequently engage 
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followers. Consequentially, influencing follower responses (arrow G), leaders 
promoting Ubuntu philosophy will indirectly influence organisational 
effectiveness at all organizational levels (arrow H). It is proposed that the 
benefit is derived from examining the interactional relationships between the 
Ubuntu philosophy and forms of leadership, and especially how varying levels 
of Ubuntu enhance the effectiveness of various types of leadership. 
3.6.2 Building competitive advantage by improving organisational 
performance 
Mangaliso and Damane (2001:23) explored the characteristics of Ubuntu and 
the manner in which it manifests in the workplace. The authors argue that 
organisations can achieve a competitive advantage by including the practices 
and principles of Ubuntu. The research focussed on various aspects of Ubuntu 
in relation to relationships with others: language, decision making, attitudes 
toward time, productivity and efficiency, leadership and age, and belief systems. 
These aspects are depicted in Figure 3.4, below. 
Figure 3.4: Ubuntu and workplace behaviour 
 
Source: Mangaliso and Damane (2001:23) 
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Mangaliso and Damane (2001:24) note that a critical step towards global 
competitiveness for South Africa is to understand the beliefs, norms, values and 
culture of Africans. Observable workplace behaviour is strongly influenced by 
latent (unobservable) social attitudes that are manifest through thought systems 
like Ubuntu. These thought systems are derived from religious beliefs, cultural 
norms and values, history, folklore and mythology. The authors expand the 
model in Figure 3.4 by providing the framework in Table 3.2, below, for building 
competitive advantage through Ubuntu. 
Table 3.2: Competitive advantages from Ubuntu 
Assumptions about Ubuntu Competitive advantages 
Relationships with others Relationships are reciprocal 
vs. instrumental. Treat others 
as your brother/sister. 
Individual predicated on 
belonging to collective. “I 
belong, therefore I am.” 
Extended family is important. 
People are intrinsically 
motivated to contribute more 
when they are valued 
members. Mutual respect and 
empathy are Ubuntu 
advantages. 
Language and communication Oral tradition. To name is to 
create. Meaning of words 
strongly related to context. 
Poetic expression and ability 
to play with words are signs 
of wisdom. 
Shared understanding of 
deeper meanings support 
complex consensus. Ubuntu 
communication means 
concerted action that is 
adaptable. 
Decision making  Decisions by consensus. 
Dissenters compensated for. 
Process is circular. 
Polyocular vision. Dispute 
resolution to restore 
harmony. 
Ubuntu might be slow to 
action, but greater 
commitment to goals means 
more long-run effectiveness 
and efficiency. 
Time Not a finite commodity: it is 
the healer; allow enough of it 
for important issues before 
arriving at a decision. 
Punctuality is a virtue, but 
time’s healing dimension is a 
hidden competitive advantage 
for Ubuntu. 
Productivity Must be optimised. Solidarity 
and social harmony are 
important. Rewards are 
shared, so is suffering. 
Sustainable competitive 
advantage comes from strong 
loyalty to group goals in 
Ubuntu. 
Age and leadership Age is an ongoing process of 
maturing and acquiring 
wisdom. Older people are 
respected. Grey hair is a sign 
of wisdom. 
Older workers bring 
experience, wisdom, 
connections, informal 
networks. Competitive 
advantage from Ubuntu. 
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Table 3.2 (continued): Competitive advantages from Ubuntu 
Assumptions about Ubuntu Competitive advantages 
Belief systems  Belief in the Creator, 
uNkulunkulu, and the 
existence of the 
mesocosmos. The mediating 
role of the isangoma. 
Christianity is now prevalent. 
Spirituality brings out the best 
qualities in humans. Ubuntu 
has the edge. 
Source: Adapted from Mangaliso and Damane (2001:24) 
From Table 3.2, Mangaliso and Damane (2001:24) note that the relationship 
ties between employees contribute to feelings of trust as well as emotional and 
psychological support. The spirit of solidarity also fosters teamwork and 
synergy. Under Ubuntu, collective performance is valued above individual 
performance, and organisations providing opportunities for their employees to 
express their values and beliefs in the course of carrying out their organisational 
responsibilities, gain competitive advantage. Traditional management notions 
like down-sizing should be carefully considered. Inclusive communication by 
management could avoid labour disruptions and the resultant decrease in 
productivity. Productivity increases have been noted as a result of employees 
feeling respected (Prinsloo, 2000:280). 
The implementation of Ubuntu is beneficial to organisations in providing a 
caring yet proficient organisational climate (Luthans et al., 2004). The role of 
leaders is paramount, as leaders create a hopeful work environment for 
employees and this enhances business success. Ubuntu values has been 
found to increase team effectiveness and, ultimately, organisational 
performance (Poovan, du Toit & Engelbrecht 2006:25).  
Although Ubuntu is discussed extensively in the literature, empirical work on the 
value system is limited (Shrivastava et al., 2014:60). The following section 
provdes a discussion of the empirical studies, undertaken over recent years, 
that research various values and outcomes of Ubuntu. These studies, along 
with the associated values of Ubuntu, are summarised in Table 3.3, below, to 
give an indication of the various aspects of Ubuntu that have been examined to 
date.  
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Table 3.3: Summary of Ubuntu values and previous empirical studies 
Values Author(s) Study Major findings 
Humanness, 
Compassion, 
Dignity and 
respect, 
Solidarity, 
Survival. 
Sigger, Polak and 
Pennink (2010) 
Ubuntu or 
‘humanness’ as a 
management 
concept. 
A tool to measure Ubuntu 
was developed. The 
operationalised variables of 
compassion, dignity and 
respect, solidarity and 
survival were found to be 
acceptable measures to 
discuss the concept of 
Ubuntu in Africa and 
humanness in the Western 
context. 
Collectivism, 
Collaboration, 
Caring and 
sharing, Dignity 
and respect. 
Poovan, du Toit 
and Engelbrecht 
(2006) 
The effect of the 
social values of 
Ubuntu on team 
effectiveness. 
Ubuntu values underlie a 
value-based leadership style 
that enhance team 
performance. 
Humanness, 
Caring and 
sharing, 
Dignity and 
respect, 
Compassion. 
Muchiri (2011) Leadership in 
context: A review 
and research agenda 
for sub-Saharan 
Africa. 
The Ubuntu philosophy 
influences employees’ 
general satisfaction, high 
level of effort and 
performance, organisational 
commitment, confidence, and 
trust and loyalty given to the 
leader. 
Survival, 
Solidarity, 
Compassion, 
Dignity and 
respect.  
Brubaker (2013) Servant Leadership, 
Ubuntu, and Leader 
Effectiveness in 
Rwanda. 
The study revealed that both 
Ubuntu-related leadership 
and servant leadership are 
strongly and positively 
related to leader 
effectiveness. A positive 
correlation was found 
between these two 
leadership styles, but also 
significant discriminant 
validity concluding mixed 
evidence to support 
discriminant validity. 
Compassion, 
Communalism. 
Mangaliso and 
Damane (2001) 
Building competitive 
advantage 
Management from 
Ubuntu: lessons from 
South Africa. 
The study discusses the 
characteristics of Ubuntu, 
explores situations in which it 
manifests in the workplace, 
and argues that Ubuntu can 
give competitive advantage 
to organisations. 
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Table 3.3 (continued): Summary of Ubuntu values and previous empirical 
studies 
Values Author(s) Study Major findings 
Caring and 
Sharing. 
Mashasha (2014) The critical 
implications of 
Ubuntu for 
contemporary 
management theory. 
Ubuntu is proposed as the 
preferred discourse for 
inclusive and accommodative 
management practices. 
Humanness, 
Compassion. 
Shrivastava et al. 
(2014) 
Exploring excellence 
in leadership 
perceptions amongst 
South African 
managers. 
Inclusive communication and 
impartiality in the workplace 
were found to be positively 
associated with leader 
excellence-related 
perceptions. Findings show 
that a deeper appreciation of 
Ubuntu values can help 
South African organisations 
respond to the challenge of 
developing managerial 
leaders. 
Humanness, 
Collectivism. 
Booysen (2001) The duality in South 
African leadership: 
Afrocentric or 
Eurocentric. 
Black managers are more 
collectivistic, and scored 
higher on humane-orientation 
than white managers 
Source: Constructed by author 
3.7 DEVELOPING UBUNTU AS A MANAGEMENT PARADIGM 
A consistent theme that emerges from management literature is the need to 
build a management theory that reflects the unique reality of different cultures 
and contexts in the global business environment (Kriek, Beaty & Nkomo 
2009:126). Despite this need, the majority of management theories is still 
formulated in North America or Western Europe, and exported abroad (Lutz, 
2009:317). Sigger, Polak and Pennink (2010:38) confirm that the philosophy of 
Ubuntu as management theory still needs to be strengthened as a management 
concept. Black leaders are increasingly connecting workplace transformation 
efforts to traditional Ubuntu values, showing evidence that Ubuntu as a personal 
philosophy can inform individual action in the workplace (Shrivastava et al., 
2014).  
As an Afrocentric management paradigm, Ubuntu has attracted widespread 
attention in African scholarship over the last two decades. A growing number of 
African scholars have studied and advocated for the paradigm as an indigenous 
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management paradigm (Guma, 2012:3). Kirk and Bolden (2006) argue that 
Ubuntu must be treated as a point of reference and guiding principle for inquiry 
and enabling organisational culture and its set of skills and competences. 
Mangaliso and Damane (2001) assert that incorporating Ubuntu principles in 
management holds promise for superior approaches to management 
organisations. Mbigi (1997) is certain that Ubuntu can be translated to what the 
author refers to as ‘The African Dream in Management’, especially as a new 
management concept in popular management literature in Africa. 
Through leadership and management, Ubuntu can find concrete expression in 
modern forms of business organisations (Guma, 2012:3).  Popular media 
reveals that Ubuntu is succeeding in challenging conventional management 
wisdom, drawing much needed attention and academic debate to the topic 
(Karsten & Illa, 2001).  While this is a positive notion, it should be noted that 
African people do not explicitly propagate or are even consciously aware of the 
philosophy as such. Ubuntu and its application as a management paradigm and 
leadership style, therefore, faces various challenges (Guma, 2012:3). 
Lutz (2009:318) proposes that the first step in developing the essential theory of 
African business management based upon the philosophy of Ubuntu, is to 
recognise the organisation as a community. According to Lutz (2009:318), the 
purpose of management should be to promote the common good and, 
therefore, organisations should not merely be viewed as a collection of 
individuals. This means that managers must promote the good of all members 
of the organisation, not just its owners, as well as the good of the larger 
communities to which it belongs. Organisations must produce and sell goods or 
services that are genuinely good for customers, not merely whatever they can 
persuade customers to purchase. McFarlin, Coster and Mogale-Pretorius 
(1999:71) concur that African management philosophy views the organisation 
as a community and can be summed up in one word: Ubuntu. LenkaBula 
(2008:385) affirms that Ubuntu is supported by a spirit of communalism, hence, 
organisations possessing ownership over resources need to ensure that these 
resources benefit the entire organisational community. The limitation for African 
managers is that management theories created in individualistic cultures do not 
resonate well within communal cultures, hence, managers cannot effectively 
practice what has been learnt through academic study. 
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McFarlin, Coster and Mogale-Pretorius (1999:75) suggest the Africanised 
framework for management development based on Ubuntu values 
demonstrated by Figure 3.5 further below. The framework suggests that 
management first evaluate South Africa’s unique political, legal, socio-cultural 
and competitive context. The contextual information will assist organisations to 
see the value of an Ubuntu-based management development philosophy. 
McFarlin, Coster and Mogale-Pretorius (1999:75) emphasise that the top 
management’s mind-set should change first, and they should thereafter talk and 
act in ways that reflect Ubuntu. Practices should include the use of traditional 
African mechanisms, like celebrations, to get the message across. After the 
establishment of an Africanised leadership and cultural orientation, human 
resource strategies should be designed that include, amongst other things, an 
affirmative action program with fair recruitment and clear targets. The training 
and development of previously marginalised employees should be pursued, 
coupled with cross-cultural awareness programs, all while embracing Ubuntu 
values throughout the process.  
Figure 3.5: Africanised Framework for Management Development 
 
Source: McFarlin, Coster and Mogale-Pretorius (1999:75) 
The positive outcomes of the approach in Figure 3.5 include improved 
organisational citizenship, increases in levels of productivity and loyalty, and 
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heightened perceptions of fairness and justice amongst employees. The 
framework also caters for the impact of individual differences throughout the 
management development process, in both employees and leaders (McFarlin, 
Coster and Mogale-Pretorius, 1999: 76). Shrivastava et al. (2014) agree that 
Ubuntu as a personal philosophy can inform individual action in the workplace. 
Mangaliso and Damane (2001:23) concur that Ubuntu can manifest in 
observable workplace behaviours. The authors note that several South African 
companies have begun to embrace Ubuntu and have introduced its principles in 
organisational practice, with notable success. Some guidelines to assist 
managers to implement Ubuntu are listed below: 
• Treat employees with respect and dignity  
• Be willing to negotiate in good faith 
• Provide opportunities for self-expression 
• Understand the beliefs and practices of indigenous people 
• Honour seniority, especially in leadership choices 
• Promote equity in the workplace 
• Be flexible and accommodative. 
3.8 UBUNTU IN THE WORKPLACE 
Ubuntu has been discoursed upon extensively in literature, however, empirical 
work on the value system is almost non-existent (Shrivastava et al., 2014:60). 
This scarcity in empirical work is particularly evident in evaluating how Ubuntu 
manifests itself in the workplace. Figure 3.6, below, illustrates the Excellence in 
Leadership model that draws relationships between the leader’s personal 
qualities (PQ) in impartiality, communication, morality; their managerial 
behaviour, organisational demands and environmental monitoring, as well as 
the leader’s Task versus People orientation.  
From Figure 3.6, the empirical results revealed that the ability to communicate 
inclusively is critical to South African managers, and that South African 
managerial leaders need to be particularly sensitive about how they 
communicate with their diverse workforce (Shrivastava et al., 2014:60). The 
authors concluded that the mixed, and relatively weak, support for the influence 
of personal Ubuntu-driven values calls for greater scrutiny of the manner in 
which the constructs were operationalised. The findings of this exploratory study 
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revealed that a deeper appreciation of Ubuntu values can assist South African 
organisations to respond to the challenge of developing managerial leaders.  
Figure 3.6: Excellence in Leadership model 
 
Source: Adapted from Shrivastava et al. (2014:59) 
3.9 UBUNTU ETHICS, CORPORATE GOVERNANCE AND 
CORPORATE SOCIAL RESPONSIBILITY 
3.9.1 Ethics 
Ethics refers to the study of moral principles or values that determine whether 
conduct or actions are right or wrong (Werner, 2011:45). Business ethics is 
about identifying and implementing standards of conduct to ensure that 
business does not detrimentally impact on the interests of its stakeholders 
(Rossouw & Van Vuuren, 2013). African leadership theorists suggest that the 
philosophy of Ubuntu holds promise for progressive and ethical change for 
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Africa (Brubaker, 2013:96). Regine (2009:21) concurs that Ubuntu fosters the 
preservation of humanity, as it relies on people’s ethical behaviour towards 
others, in terms of how we treat others and are treated by others. Ubuntu 
emphasises the importance of values such as harmony and care, and the value 
of inter-personal relationships; therefore, it clearly shows relevance for the 
business sphere (West, 2014:47). 
According to Taylor (2014), Utilitarianism is the closest to Ubuntu among 
Western approaches to ethics, as both call for the maximisation of good and the 
creation of greatest good for the greatest number of people. Utilitarianism is a 
universal system that calls for the maximisation of goodness in society. 
Similarly, Ubuntu is the capacity in African culture to express compassion, 
reciprocity, dignity, harmony and humanity in the interest of building and 
maintaining a community with justice and mutual caring (Nussbaum, 2003:1).  
Metz (2009) applied the Ubuntu theory of right action to issues of nepotism and 
affirmative action in the South African public sector. The author argues that, in 
terms of this theory, nepotism would be considered wrong, but affirmative action 
(in the South African context) would be considered right. This acknowledges 
that in a society in which shared identity and goodwill are the primary moral 
considerations, preferential hiring or procurement policies by public officials, in 
which they favour family and friends, may appear to be morally appropriate. 
Metz (2009) cautions, however, that such partiality would produce significant 
division and ill-will amongst the general public. According to the author’s Ubuntu 
theory of right action, it would thus be considered wrong. Those adversely 
affected by affirmative action policies may experience ill-will, but affirmative 
action is deemed acceptable as it constitutes the lesser injustice. 
Lutz (2009:314) elaborates on the Utilitarian notion of Ubuntu and states that 
what is needed is the concept of the common good, so that managers have a 
single target, but one that includes all members of the community, not just 
owners. The ubuntu philosophy of Africa can make a significant contribution to 
the requisite theory of ethical global management, because it correctly 
understands that we are truly human only in community with other persons. This 
communal character of African cultures does not mean that the good of the 
individual person is subordinated to that of the group, as is the case with 
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Marxist collectivism. In a true community, the individual does not pursue the 
common good instead of his or her own good, but rather pursues his or her own 
good through pursuing the common good. The ethics of a true community does 
not ask persons to sacrifice their own good in order to promote the good of 
others; instead, it invites them to recognise that they can attain their own true 
good only by promoting the good of others. Ubuntu can, therefore, add 
meaningfully to the improvement of business ethics in a global context and 
especially in South Africa. 
Ubuntu also falls into the branch of normative ethics, which focuses on 
classifying actions as right and wrong, and it seeks to develop rules governing 
human conduct, or provide a set of norms for action (Nicolaides, 2014:18). It, 
therefore, involves supplying and justifying a moral system or what the ideal 
situation should be. It is characteristically viewed as a community friendly 
philosophy that accentuates virtues such as compassion, open-mindedness and 
harmony. Gianan (2011:64) and Taylor (2014:332) note that there has been 
considerable debate around the meaning of Ubuntu in ethical terms. This 
prompted Taylor (2014:332) to develop a principle of right action by taking the 
Ubuntu aphorism “A person is a person because of other people” and 
formulating an action guiding principle stating: “An action is right insofar as it 
promotes cohesion and reciprocal value amongst people. An action is wrong 
insofar as it damages relationships and devalues any individual or group”. This 
principle is illustrated in Figure 3.7, further below.  
Taylor (2014:341) affirms that the framework identified in Figure 3.7 captures 
the essence of Ubuntu and provides the principles necessary to make ethical 
business decisions.  
3.9.2 Corporate governance and social responsibility 
Nicolaides (2014:21) explains that the King III report on Corporate Governance 
shows clear linkages with Ubuntu in that through the statement moral duties find 
expression in the concept of Ubuntu. The author maintains that, by and large, 
South Africans value Ubuntu as a very important ethical communitarian 
philosophy, and accept it as such in their daily practice and living. Gianan 
(2011:77) agrees, and states that Ubuntu has been articulated in an attempt to 
promote the meaning of humanity to others. This notion of ethics and morality 
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has been reviewed and re-examined, and it yielded the idea that ethics or the 
ethical life relates to the aim, goal, purpose and ends of human action. 
 
Figure 3.7: Ubuntu framework for ethical business decision-making 
 
Source: Adapted from Taylor (2014:341) 
Olufemi (2009:358) defines corporate social responsibility (CSR) as initiatives 
on which organisations embark, relating to social investment, social involvement 
and good organisational citizenship in the workplace and community. CSR is 
further based on the recognition that business organisations are part of the 
communities in which they operate, and that they have an obligation to make a 
positive contribution to the developmental goals and aspirations of such 
communities in ways that are both good for them and the communities 
concerned (Mofuoa, 2014:224). 
Analyse 
situation
Determine parties involved
UNETHICAL RIGHT ACTION/ETHICAL
Establish which actions took 
place
NO YES
Evaluate each action against four 
components of Ubuntu
Does action:-
- promote cohesion?
- promote or acknowledge reciprocal value?
- improve relationships?
- add value to all parties?
Comply with 
Ubuntu?
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Nicolaides (2014:17) Suggests that the indigenous phenomenon of Ubuntu 
should inform business activities, such as the codes of ethics that are created, 
to maintain a moral compass in business activities. This should improve the 
current situation in business conduct in which little attention is paid to seriously 
serving others, as is proposed by Corporate Social Responsibility (CSR). 
Ubuntu is, thus, predominantly required to offset what are often cosmetic 
Western business practices that neither effectively infuse ethical conduct in 
business nor consider societal needs in a meaningful manner. 
3.10 UBUNTU AND CULTURE 
Karsten and Illa (2001:93) warn that management concepts attempted in 
different geographic regions to where they were not originally developed, can 
contain potential barriers to successful implementation due to cultural 
differences and contrasts. Academic literature widely acknowledges that 
effective leadership processes must reflect the culture in which they are found 
(Kirk & Bolden, 2006:13). Management scientists agree that local culture 
significantly impacts and influences managerial practices, and that cultural 
attributes at the society level influence a leader’s behaviour. Bertsch (2012:83) 
indicates, in Figure 3.8 below, how the solutions and subsequent behaviours 
that groups choose to address problems are influenced by cultural values and 
norms. 
Figure 3.8 Culture’s cycle 
 
Source: Bertsch (2012:83) 
Values
Behaviours Beliefs and Norms
Choices
Problems
(Invisible)
(Visible)
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Based on Figure 3.8, Bertsch (2012:83) notes that scholars agree about the key 
components of the definition of culture that include values and beliefs (invisible 
aspects of culture) and choices and behaviours (visible aspects of culture). The 
author references the work of House et al. (2004) who found significant 
evidence that cultural attributes at the societal level influence leader behaviour. 
This means that acceptable leadership traits are determined by the society’s 
cultural values and norms. This notion raises the question of whether there is a 
distinctive feature about leadership in Africa that differentiates it from leadership 
in any other part of the world. The question largely remains unanswered in 
contemporary academic literature, but highlights the need to relate the spirit of 
Ubuntu and translate it into the practice of effectively transforming leadership in 
a particular social context. 
Africa’s entry into the global market could be facilitated by searching for an 
indigenous leadership model that does not imitate the West, but builds on its 
own cultural heritage (Guma, 2012:1). Karsten and Illa (2001:93) point out that 
disseminating indigenous African management concepts is necessary to better 
understanding African business practices. By promoting these management 
concepts, business can develop partnerships that are mutually beneficial by 
enhancing each other’s knowledge and strengthening the competitive position 
of each partner.  
Karsten and Illa (2001:104) note that Ubuntu expresses Africans’ worldviews 
based on their culture, which makes it difficult to render in the Western context. 
Western and African societies differ on a number of cultural aspects, and these 
differences should be known and respected. Western values of societal culture 
may not be applicable to Africa, and much of the research conducted to date is 
static and undifferentiated, and often ignores the fact that vast cultural diversity 
exists throughout the African continent. It also ignores the fact that globalisation 
is a growing force in Africa (Gutterman, 2009). These differences relate to the 
general cultural aspects of African and Western societies, as outlined in Table 
3.4, below (Broodryk, 2005:62).  
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Table 3.4: Different cultural practices in African and Western societies 
Practice African Western 
Baby-sleeping Mother’s back Cot 
Baby-feeding Breast-feeding Bottle-feeding 
Punishment Verbal Corporal 
Marriage Ubuntu norm (Lobola: 
rewarding parents-in-law) 
Class 
Family Extended (many fathers and 
mothers) 
Nuclear 
Elders Part of family Old-age homes 
Death No hell; moving to ancestor 
world 
Heaven or hell 
Burials Mass community 
participation 
Private 
Ancestors Present Hereafter 
Medical Sangomas (herbal) Western medicine 
Education Initiation of students Formal, school pupils 
Greeting Informal, heartily Formal 
Laughing Uninhibited, happy Inhibited, grinning 
Respect Communal Individual 
Lifestyle Spontaneous Reserved 
Relations Open, extrovert Closed 
Time concept Tolerance Rigid, punctual 
Source: Broodryk (2005:62) 
The distinctions in Table 3.4 are based on traditional assumptions. The impact 
of cultural differences means that managerial leaders should be aware that 
employees in the African workplace regard themselves as a close community or 
extended family. The benefit is that loyalty and teamwork is fostered, as there is 
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a pre-existing culture of cohesion amongst employees (Broodryk, 2005:68). The 
thoughtless introduction of Western HRM practices that reflect an instrumental 
view of people may not only be ineffective, it may also be disrespectful to the 
humanity of people outside the Western tradition (Jackson, 2002:471). 
Europeans or white people are raised in a culture geared towards the profit-
motive, to ambition, to individualism and to success, whilst black cultures place 
an emphasis on sharing, Ubuntu (humaneness) and a sense of community 
(Human, 1996:53). Significant differences exist regarding culture and leadership 
values between African black and white managers in South Africa (Booysen, 
2001:36). Some of the differences are outlined in Table 3.5, below. 
Table 3.5: Management implication of cultural differences between white 
and black managers 
WHITES AFRICAN BLACKS 
High uncertainty avoidance 
• Concerned about future 
• Tendency to stay with the same 
employer 
• Loyalty to employer seen as virtue 
• More emotional resistance to change 
• Less risk-taking 
• Managers must be experts in the field 
they manage 
• Initiative of subordinates should be kept 
under control 
• Rules should not be broken 
• Planning is important 
Average uncertainty avoidance 
• Greater readiness to live for the day 
• Less hesitation about changing 
employers  
• Loyalty to employer is not a virtue  
• Less emotional resistance to change  
• More risk-taking  
• Managers need not be experts in the 
field they manage 
• Delegation to subordinates can be 
complete  
• Rules broken for pragmatic reasons  
• Planning is not seen as so important 
High assertiveness 
• Direct and aggressive  
• Dominant High 
Low assertiveness 
• Less direct and more face saving  
• Shows subordination 
High future orientation  
• Emphasis on planning for the future  
• The dominant temporal horizon is the 
future 
• Time is tangible and divisible  
• Due dates, schedules and promptness 
are important 
• Time is money 
Low future orientation 
• Immediate gratification and less 
emphasis on planning 
• The dominant temporal horizons are the 
present and past 
• Time is flexible and intangible • Due 
dates, schedules and promptness are 
relative 
• Relationships more important than time 
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Table 3.5 (continued): Management implication of cultural differences 
between white and black managers 
WHITES AFRICAN BLACKS 
High individualism  
• Organisations are not expected to look 
after employees  
• Employees are expected to look after 
their own interests 
• Promotion from inside and outside, 
based on market value and merit 
• Managers try to make decisions and 
create incentives  
• Competition among employees for 
recognition, be up-to-date and endorse 
modern management ideas 
• Policies and practices apply to all  
• Belief in individual and rewards 
• People ideally achieve alone and 
assume personal responsibility 
• Everyone has a right to a private life and 
their opinion 
• In negotiations, decisions typically made 
on the spot by a representative 
• Emphasise directive leadership, 
individual self-sufficiency - individual 
rights are important 
 
High collectivism  
• Employees expect organisations to look 
after them - and can become alienated if 
organisation dissatisfies them 
• Employees expect the organisation to 
look after their interests 
• Promotion from inside on the basis of 
seniority 
• Less concern with fashion in 
management ideas 
• Policies and practices vary according to 
relations 
• Belief in group decisions and incentives  
• Lack of competition among employees  
• People ideally achieve in groups which 
assume joint responsibility 
• Private life is invaded by organisations 
and clans to which you belong; opinions 
are predetermined 
• Decisions typically referred back by the 
delegate to the organisation 
• Emphasis on consensus, cooperation, 
collaboration and interdependence - 
group harmony is important 
Low humane orientation 
• Unfair and selfish behaviour  
• Lack of concern and respect for all 
employees 
• Neglect of employee welfare 
• Violation of human rights  
• Discriminatory practices  
• Employees are seen as instruments of 
workers 
• Mistrust, unfriendliness and suspicion 
High humane orientation 
• Emphasis on fairness and altruism  
• Respect and concern for all employees  
• Healthy working conditions are important  
• Human and group rights are important to 
all  
• Lack of discriminatory practices  
• Employees are seen as people  
• Trust and friendliness 
High performance orientation  
• High emphasis on education and reward 
for outstanding behaviour 
• Tradition, convention, saving of face and 
social reciprocation are not so important 
• Performance orientation manifests at 
group level 
Above average performance orientation  
• Emphasis on education and rewards for 
outstanding behaviour 
• Tradition, convention, saving face and 
social reciprocation are emphasised 
• Performance orientation manifests at 
group level 
Source: Adapted from Booysen (2001:55) 
The results and managerial implications of the study conducted by Booysen 
(2001:36), highlighted in Table 3.5, show that the culture of white South African 
managers is largely congruent with Western or Eurocentric management, 
whereas the culture of black managers differs greatly from that of white 
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managers in South Africa. This is comparable to what the author refers to as 
Afrocentric management. The author notes that Ubuntu is central to Afrocentric 
management, which is the community concept of management and focuses on 
people while providing some guidelines for leadership style and management 
practices.  
To cross the divide between Western and African cultures, it is proposed that 
Africans develop a middle ground or what is termed crossvergence, whereby 
Africans internalise some aspects of Western individualism into their African-
based value system to develop a unique set of values that encapsulates both 
cultures (Guma, 2012:7). Jackson (2002:471) suggests that managing global 
organisations goes further than simply adapting human resource practices 
effectively from one culture to another. The author suggests that managers 
should learn from African humanism (Ubuntu) and consider the following points: 
• Employees from humanistic cultures find it disrespectful when they are 
regarded merely as a means to an end 
• Inappropriate human resource practices and policies in countries with 
humanistic cultures may lead to labour unrest, alienation, and poor 
motivation where staff see themselves as stepping out of their own culture 
into an alien one when they go to work  
• Human resource practices that are based on competence may be 
interpreted as fitting a person to the requirements of the job, rather than 
developing a person around a number of jobs and developing employees 
holistically 
• Payment by results and performance-related reward may also be 
inappropriate in humanistic cultures, and may be seen as reflecting an 
instrumental perception of people. It is suggested that employees are 
rewarded on the basis of their commitment to the group and the organisation 
• A soft instrumental approach does not equal a humanistic approach. To 
break out of the closed-minded box requires an understanding of the cultural 
differences between an instrumental and a humanistic locus of human value 
• Developing moral commitment and involvement, targeting organisational 
resources towards the advancement of its employees, while focusing on the 
whole person rather than treating employees as a resource with a set of 
competences, may also bring positive results in instrumental cultures. 
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3.11 CRITICISM AND CONTROVERSIES SURROUNDING UBUNTU 
West (2014:58) argues that different interpretations of Ubuntu, which in some 
instances appear contradictory of each other, renders it impossible to conceive 
Ubuntu as a single concept. Social values and practices are interpreted 
differently by authors, and some values are excluded while others are not. The 
question is, therefore, what criteria should be applied when considering which 
values indeed belong to Ubuntu, and which should be excluded. Furthermore, 
Makhudu (cited by Prinsloo, 2000:276) state that the values of Ubuntu already 
exist in every person and, therefore, are not exclusive to Ubuntu. The author 
refers to Japanese culture that embodies the family system, or "Ningen Kankei", 
as very similar to Ubuntu. Similarly, Letseka (2012:54) notes that the concept of 
Bildung embraces values of caring and sharing, and it would be ethnocentric to 
perceive these values as uniquely Ubuntu.  
Lutz (2009:324) warns that the virtues of understanding the business 
organisation as a community holds the potential complication of nepotism. 
Extending the notion of family to organisations and business teams can mean 
recruiting close relatives in the organisation regardless of their suitability for the 
post in question. This collective self-importance of a group can be potentially 
harmful for African management, and should be avoided at all costs 
(Shrivastava et al., 2014:50). According to Ubuntu, personal needs are less 
important than organisational needs. Sigger, Polak and Pennink (2010:37) state 
that this results in individuals making personal sacrifices for the good of the 
team. The authors note that not all personal needs can always be sacrificed, as 
this leads to dysfunctional interactions amongst employees.  
3.12 CONCLUSION 
This chapter reviewed the extant literature relating to the African concept of 
Ubuntu and its leadership implications. The social values of survival, solidarity, 
compassion, dignity and respect, caring and sharing, and interdependence 
have been contextualised within the business management context. From the 
literature, it is evident that leaders who embrace Ubuntu values and practices 
could potentially influence employee behaviour, so as to improve organisational 
performance and better position South African organisations for global 
competitiveness. The next chapter provides a review of the literature on Servant 
leadership, which is the second independent variable of the study.   
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CHAPTER FOUR 
THEORETICAL OVERVIEW OF SERVANT LEADERSHIP 
4.1 INTRODUCTION 
The previous chapter reviewed the literature on the African concept of Ubuntu 
as it relates to leadership and business. The chapter revealed how prevailing 
African social values and characteristics of Ubuntu can influence leader 
behaviour and, ultimately, positively impact on organisational performance. The 
emerging theme that business in Africa requires an Afrocentric paradigm shift, 
taking cognisance of cultural aspects, surfaced from the chapter. 
This chapter reviews the literature related to servant leadership. Servant 
leadership is based on the principle that followers are highly motivated through 
the leader’s focus on satisfying the needs of the followers, and less emphasis is 
placed on satisfying the leader’s personal needs (Liden, Wayne, Chenwei Liao 
& Meuser, 2014:1434). This chapter explores the definitions, theoretical 
foundations, importance, essential characteristics, workplace mechanisms, and 
organisational outcomes of this emerging leadership style. The topic of 
leadership in business has generated a wealth of research in recent years, 
accompanied by a rapid shift away from traditional hierarchical and autocratic 
models, towards more principle-centred and values-based leadership models 
(Spears, 2010:26).  The growing dependency on people in an increasingly more 
knowledge-based economy has led scholars and practitioners to researching 
and applying the concept of servant leadership with promising results (van 
Dierendonck, Stam, Boersma, de Windt & Alkema, 2014).  
4.2 DEFINING SERVANT LEADERSHIP 
Servant leadership theory remains under-defined with no consensus on a 
formal definition or theoretical framework (Mittal & Dorfman, 2012:556; Parris & 
Peachey, 2013:383). Servant leadership as a concept was developed by Robert 
Greenleaf (Greenleaf, 1979) in his first publication in 1970 entitled “The Servant 
as Leader” (Spears, 2004:7). Greenleaf defined the servant leader as follows:  
The Servant-Leader is servant first. . .. It begins with the natural feeling that one 
wants to serve, to serve first. Then conscious choice brings one to aspire to 
lead. … The best test, and difficult to administer is this: Do those served grow 
as persons? Do they, while being served, become healthier, wiser, freer, more 
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autonomous, and more likely themselves to become servants? And, what is the 
effect on the least privileged in society? Will they benefit, or at least not further 
be harmed? 
The concept of servant leadership is best defined by combining its underlying 
dimensions of emotional healing, creating value for the community, conceptual 
skills, empowering, helping subordinates grow and succeed, placing 
subordinates first, and behaving ethically (Liden, Wayne, Meuser, Hu, Wu & 
Liao, 2015:255). As such, a servant leader is defined as a leader who puts the 
needs of their followers first, has the technical skills to assist followers in 
meaningful ways, and encourages assistance in the broader community and 
concurrently in the workplace. The central definitive theme highlighted by prolific 
scholars are that servant leaders primarily serve by focusing on followers and 
organisational concerns are diminished to the periphery (Patterson, 2003). 
Servant leadership, in this study, will be defined as leadership that serves and 
grows followers to achieve organisational success, and meaningfully contribute 
to the welfare of all stakeholders – both inside and outside the organisation. 
4.3 HISTORY AND EVOLUTION OF SERVANT LEADERSHIP  
Servant leadership is a relatively new construct in leadership literature 
appearing in the writings of Greenleaf (1970), but has its origin far earlier, in 
religion and philosophy (Mittal & Dorfman, 2012:555). The concept finds an 
explicit mention in the Bible: ‘‘But whoever would be great among you must be 
your servant and whoever would be first among you must be slave of all. For 
even the Son of Man came not to be served but to serve.’’ (Mark 10:43–45). 
Likewise, Mittal and Dorfman (2012:555) state that an Indian scholar in the 4th 
Century B.C. wrote, ‘‘the king [leader] is a paid servant and enjoys the 
resources of the state together with the people’’. These extracts prove that the 
essential underpinnings of servant leadership have been in existence for 
centuries. It is important to note that, although servant leadership has obvious 
biblical links, Greenleaf did not attribute the concept of servant leadership to a 
biblical source (Creff, 2004:8) 
The practice of servant leadership is therefore not new, as it can also be traced 
back to historical leaders such as Mahatma Gandhi, Mother Theresa, and 
religious leaders such as Martin Luther King. These leaders practised and 
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upheld a servant approach in their style of leadership (Sendjaya & Sarros, 
2002:58). Servant leadership was introduced into the organisational context 
through Greenleaf’s three foundational essays: “The Servant as Leader” (1970), 
“The Institution as Servant” (1972), and “Trustees as Servants” (1972). These 
papers were published after retiring from 40 years of management work at 
AT&T (Parris & Peachey, 2013:379). Greenleaf (1977) defined servant 
leadership as not just a management technique, but a way of life that begins 
with ‘‘the natural feeling that one wants to serve, to serve first’’. Servant leaders 
are distinguished by both their primary motivation to serve (what they do) and 
their self-construction (who they are), and from this conscious choice of ‘doing’ 
and ‘being’ aspire to lead (Sendjaya, Sarros & Santora, 2008).  
4.4 THE UNDERLYING THEORIES OF SERVANT LEADERSHIP 
Authors ascribe the engagement of followers by servant leaders to various 
theories outlined in the following sections.  
4.4.1 Social Learning Theory (SLT) 
Social Learning Theory (SLT) holds that people actively observe their material, 
interpersonal, social and spiritual universe, by evaluating the opportunities, 
constraints, reinforcements  and contingencies (Leung et al., 2002:289). Liden 
et al. (2014:1435) contend that servant leaders influence a culture of service by 
directly encouraging follower engagement in serving behaviours, and indirectly 
by modelling desired behaviours. SLT would, therefore, explain how these 
behaviours are learnt and adopted by followers.  
4.4.2 Self-Determination Theory (SDT) 
Self-Determination Theory (SDT) assumes an inborn and universal tendency of 
organisms to develop by integrating their experiences into a coherent sense of 
self (Deci & Ryan, 2000). Moreover, SDT posits that individuals are naturally 
active, curious and interested, and that fulfilling their innate psychological needs 
for autonomy, competence and relatedness is deemed essential for effective 
functioning and for actualising their full potential and growth. The servant 
leader's attentive focus on the development of employees helps to fulfil the 
three basic psychological needs of autonomy, competence and relatedness 
(Chiniara & Bentein, 2015:1). 
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4.4.3 Social Exchange Theory (SET) 
Individuals view relationships as an exchange of tangible and intangible 
resources, reciprocating the support and assistance received from others 
(Banihani et al., 2013:403). Social Exchange Theory (SET) holds that social 
exchange involves a series of interactions between parties that are in a state of 
reciprocal interdependence, and these interactions ultimately generate 
reciprocal obligations (Cropanzano, 2005:875; Saks, 2006:603). Based on 
reciprocal obligations of SET, servant leaders drive improvements in 
organisational performance through employees by enabling a climate of 
knowledge-sharing in the organisation (Song, Park & Kang, 2015:1750). SET 
further suggests that employees engage in helping behaviours when they 
perceive rewards (including self-rewards) in doing so (Sprecher, Fehr & 
Zimmerman, 2007:543).  
4.5 THE IMPORTANCE OF SERVANT LEADERSHIP 
The concept of servant leadership has gained significant popularity in the 
modern age, and is set to become progressively more relevant in the future 
(Choudhary, Akhtar & Zaheer, 2013; Liden et al., 2014). This people-oriented 
leadership style has gained momentum in organisations and academia, with 
sufficient evidence to show that organisations with servant leaders have more 
empowered and higher performing employees, who are satisfied and 
committed.  People have a deep longing for a better world, and know that this 
world could be more free, healthier, more humane, and more prosperous. 
Servant leadership is crucial to this better world (van Dierendonck & Patterson, 
2010). Lett (2014:52) explains that as times change, so do views on leadership 
behaviour. In light of the current demand for people-centred and more ethical 
leadership, servant leadership may well be what organisations need. Muchiri 
(2011:448) also identifies the need for research into servant leadership, stating 
that the topic is unexplored and under-researched in Africa. Brubaker (2013) 
further highlights that research on servant leadership in Southern Africa has not 
produced generally accepted findings.  
The number of organisations adopting servant leadership, as part of their 
organisational mission and corporate philosophy, are steadily increasing 
(Spears, 2004:10). Global business is undergoing a fast shift away from 
hierarchical and more traditional autocratic leadership models, and toward 
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servant leadership as a way of improving relationships with others (Spears, 
2010:25). Hunter et al. (2013:316) and Kaul (2014:7) concur that several of 
Fortune magazine's 100 Best Companies to Work for in America name servant 
leadership as a core company value. The authors note that the reason for this 
trend includes servant leaders’ ability to promote increased collaboration and 
creativity among employees, which helps organisations gain and maintain 
competitive advantage.  
Servant leadership may also improve the ethical culture of modern companies 
because servant leadership promotes more morality-centred self-reflection by 
leaders than other leadership styles. This is in response to the increasing need 
for employee engagement, creativity, and sharing among co-workers, as well as 
societal demands for higher levels of ethical behaviour in organisations. Servant 
leadership has emerged as a desirable approach to leadership because it 
promotes integrity, focuses on helping others, and prioritises bringing out the full 
potential of followers (Liden et al., 2015:254).  
A particular strength of servant leadership is that it encourages everyone to 
actively seek opportunities to both serve and lead others. This has the potential 
to raise the quality of life throughout society (Spears, 2004:10). The theme of 
serving others before oneself, therefore, extends from the workplace to the 
home and community. In all aspects of life, servant leaders practice this service 
orientation. Most importantly, leaders instil in followers the self-confidence and 
desire to become servant leaders themselves (Liden, Wayne, Zhao & 
Henderson, 2008:162). In addition, servant leadership extends beyond the 
workplace to foster within followers a spirit of servanthood, or working to create 
value for the community at large. 
4.6 CHARACTERISTICS (DIMENSIONS) OF SERVANT LEADERSHIP 
Spears (2004:8) identified ten characteristics for servant leader development, 
as suggested in the work of Greenleaf. The characteristics developed by 
Spears are considered to be the closest representation of the core of servant 
leadership (Taylor, 2013:16). The characteristics include listening, empathy, 
healing, awareness, persuasion, conceptualisation, foresight, commitment to 
the growth of people, and building community, as illustrated by Table 4.1.  
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Table 4.1: Characteristics for Servant leader development 
Characteristic Description 
Listening Servant leaders have a profound commitment to listen closely to followers. 
Listening receptively is often coupled with reflection, and assists to identify 
and clarify the will of the group.  
Empathy Servant leaders constantly pursue the recognition of individuals’ unique 
and special spirits. It is assumed that followers always have good 
intentions and, therefore, individuals are never rejected. This 
characteristic is exhibited regardless of differences in expectations of 
actual behaviour and performance that may be unacceptable. 
Healing Servant leaders see it as their responsibility to contribute to the wholeness 
of others. This is done through healing those who are broken of spirit and 
have suffered emotionally.   
Awareness Servant leaders have strong awareness, especially self-awareness. This 
awareness assists the leader to better understand issues surrounding 
ethics and values and, therefore, hold perspectives from a more holistic 
and integrated point of view.  
Persuasion Servant leaders do not rely on positional authority for organisational 
decision-making. Instead, persuasion is used to convince others, rather 
than coerce compliance. The aim is to build consensus within the team.  
Conceptualisation Servant leaders effectively enhance their visionary abilities and, therefore, 
think beyond short-term realities. A delicate balance is struck between 
conceptual thinking and focussing on the short-term. 
Foresight Servant leaders maintain a strong focus on lessons-learnt, concurrently 
acknowledging present realities and the impact these have on future 
decisions.  
Stewardship Servant leaders prioritise the commitment to serving the needs of others 
through persuasion and openness, rather than control. 
Commitment to 
growth of people 
Everything possible is done to ensure that employee growth is nurtured. 
The leader recognises the worth of employees beyond the tangible 
outputs provided to the organisation. Contee-Borders (2003), in 
Choudhary, Akhtar and Zaheer (2013:435), confirms that servant leaders 
are dedicated toward the growth and welfare of people. 
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Table 4.1 (continued): Characteristics for Servant leader development 
Characteristic Description 
Building 
community 
Servant leaders recognise the negative impact on people’s livelihood 
resulting from the shift from local communities to large organisations. This 
awareness leads the servant leader to pursue the building of community 
within organisations.  
Source: Spears (2004:8) 
Ehrhart (2004) conducted an extensive literature review and identified seven 
dimensions of servant leadership. According to the author, servant leaders form 
strong interpersonal bonds and spend quality time with followers. Followers are 
empowered by soliciting their input into important managerial matters. Servant 
leaders also provide opportunities for the personal growth of followers and 
enhance followers’ skills. In all endeavours with followers, servant leaders 
behave ethically, demonstrate conceptual skills, and put the needs of their 
followers first. The communities outside the organisation also benefit from 
servant leaders’ engagement in community projects.  
Van Dierendonck and Nuijten (2011:251) note that the implementation of 
servant leadership in organisations is hindered by giving too much attention to 
the “servant” aspect, and not enough attention is paid to the “leader” aspects of 
the concept. The authors suggest that equal attention is paid to both serving the 
followers and focussing on the leadership aspect. To achieve this, extensive 
literature reviews and interviews were conducted, which resulted in the 
characteristics outlined in Table 4.2 below (van Dierendonck & Nuijten, 
2011:251): 
Table 4.2: Multidimensional measures of servant leadership 
Characteristic Description 
Empowerment Nurturing an attitude of self-confidence and pro-activity among followers, 
giving them a sense of personal power. This is a motivational concept 
aiming to encourage personal development and enabling people. 
Accountability Holding people accountable for performance that is within their span of 
control. This aspect ensures that leader expectations are clear, and is 
advantageous to both the employee and the organisation. 
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Table 4.2 (continued): Multidimensional measures of servant leadership 
Characteristic Description 
Standing back Servant leaders move out of the limelight when a task has been 
successfully completed. It is about the degree to which the leader gives 
priority to the interests of their employees, while providing the necessary 
support and recognition. 
Humility In order to overcome individual limitations, servant leaders encourage 
contributions from followers. The servant leader acknowledges his 
weaknesses and shortcomings, and keeps a good perspective of it in 
relation to individual talents.  
Authenticity Authenticity in the organisational context is defined as the type of 
behaviour that makes the leader’s true-self the primary role, and the 
leader’s professional capacity plays a secondary role. Authenticity is 
therefore about the congruency between commitments and intentions, 
both publicly and privately. 
Courage Servant leaders are courageous by relying strongly on convictions and 
values to mediate actions. Courage relates to the pro-active manner in 
which the status quo is challenged in order to find new and creative 
solutions to old problems.  
Interpersonal 
acceptance 
Being able to empathise with others and cognitively view situations from 
people’s psychological perspective. Servant leaders are willing to forgive 
offenders’ mistakes, offenses, and move on after arguments. The primary 
focus, therefore, is to create an atmosphere where people feel accepted, 
trusted, are free to err and know that it will not be held against them. The 
leader constantly endeavours to better understand the behaviour of 
others, thereby fostering high-quality interpersonal relationships. Servant 
leaders are not vindictive, creating an atmosphere that brings out the 
best in others.  
Stewardship Servant leaders exhibit a willingness to take responsibility for the larger 
organisation. To be of service, rather than to focus on self-interest and 
controlling behaviour. Such leaders go beyond merely being caretakers 
of the organisation, but also act as role models. Leading by example, 
servant leaders stimulate followers to act in the common interests of the 
larger institution. 
Source: van Dierendonck and Nuijten (2011) 
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Based on Table 4.2, above, van Dierendonck and Nuijten (2011) state that one 
of the current challenges of servant leadership theory is that insufficient 
attention is paid to the actual behaviours of leaders. The authors argue that 
while the above characteristics underlie the majority of servant leadership 
measures currently in practise, not all characteristics are equally important and 
there is a set order in which the characteristics should be placed. Based on this, 
the authors continued their research and hypothesised the model depicted in 
Figure 4.1, below. 
Figure 4.1: Conceptual model of Servant Leadership and compassionate 
love 
Source: van Dierendonck and Patterson (2015:120) 
The model illustrated in Figure 4.1 is an attempt to improve the understanding 
of the importance of serving followers through leadership. According to van 
Dierendonck and Patterson (2015:120), the model brings together recent 
empirical findings and key theories into an encompassing framework. 
Empowerment, authenticity, stewardship and providing direction forms the 
foundation of servant leadership behaviour and is, therefore, clustered together. 
Humility is regarded as a virtuous attribute that brings about servant leadership 
behaviour toward followers, from which two components can be derived: 
compassionate love and forgiveness. Compassionate love underlies the 
leader’s need to serve, and forgiveness is grouped with humility as one of the 
virtuous attitudes. Oman (2011) explains that compassionate love can be 
clearly distinguished from constructs such as forgiveness, altruism and 
empathy. This distinction is captured in Table 4.3, further below.  
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Table 4.3: Comparison between compassionate love and similar 
constructs 
Other construct Comparison to compassionate love 
Empathy Positive moral direction: Love differs from empathy in that it is directed 
towards the welfare of others. Empathy has no moral direction. 
Compassion Not limited only to the suffering: Compassionate love can be shown to 
all, with the aim of making others flourish. Compassion on its own 
simply implies alleviating suffering. 
Altruism Unfettered by varying technical definitions, requires emotional 
component: Compassionate love requires the involvement of emotions, 
and has a well-defined set of meanings. This differs from altruism, 
which has diverse and often conflicting technical definitions in different 
fields.  
Forgiveness Not limited to offenders: Unlike forgiveness, which is directed to those 
who have offended, compassionate love can be directed to all. 
Parental love Not limited to children: Unlike parental love, which is directed primarily 
to children, compassionate love can be directed to all. 
Romantic love No implication of sexual attraction or exclusivity: Unlike romantic love, 
which may be hormonally driven and typically implies sexual attraction, 
compassionate love does not imply sexual attraction, and can be 
directed to all.  
Source: Oman (2011) 
Van Dierendonck and Patterson (2015:122) note that operationalising 
compassionate love in a competitive environment, like the modern organisation, 
might come across as unusual. Chung, Jung, Kyle and Petrick (2010) go as far 
as stating that this type of leadership is not as applicable to the private sector 
due to the nature of the competitive-based business sector. Van Dierendonck 
and Patterson (2015), however, make the point for the existence of love in 
present-day organisations largely because it fosters an improved human 
climate. Argandoña (2011:82) explains that love in organisations is important as 
it creates a different and better way of managing, working and living. The author 
expresses concern that it does not appear that love is acknowledged in the 
world of business, yet is undeniably present in all facets of human life, including 
economic organisations. What appears to be required of modern leaders is that 
they become servant leaders with hearts filled with humility and love, yet 
blended with outstanding organisational skills (Kaul, 2014:8).  
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Patterson (2003), in Dennis and Bocarnea (2005:601), identified seven 
characteristics on which servant leadership is based. These include: 
• Agàpao love: Agàpao love exhibited by leaders results in leaders viewing 
followers not as a means to an end, but as a whole person. Agàpao is a 
Greek term for moral love and means to do the right thing at the right time, 
and for the right reasons (van Dierendonck & Patterson, 2015:121). The 
authors explain that agàpao love is related to compassionate love which is 
the cornerstone of the servant leader-follower relationship and the foundation 
on which servant leadership is built. The underlying belief is to do unto others 
as you would have others do unto you.  Winston (2003a) agrees that Agàpao 
love embodies the notion of compassion, and is applicable to modern leaders 
in that servant leaders see followers as hired hearts and not just hired hands.  
Leading with compassionate love places the focus on the employee first, 
then on the abilities of the employee, and lastly on what benefit the 
organisation can derive from this. Ebener and O’Connell (2010:319) agree 
that servant leaders view power not as an end for themselves but as a 
means to enhance the service that can be utilised for the benefit of the team, 
the organisation, and ultimately the community. This motivation stems from a 
call to servanthood, with a primary responsibility to care for others, and not 
from the yearning for status and control. 
• Humility: Servant leaders practicing true humility focus on others and are 
therefore not self-focused. This relates to the leader having a sound 
perspective of personal talents and achievements. It does not, however, 
mean that the servant leader has low self-esteem or self-worth, but rather 
regards his/her worth as no lower or higher than others.  
• Altruism: Altruistic behaviour is demonstrated by servant leaders who help 
others unselfishly, merely for the sake of helping, and not expecting any 
reward in return. The degree of assistance varies, with the ultimate form of 
altruism being help that is beneficial to the recipient, even when there is 
personal risk and sacrifice on the part of the leader.  
• Vision: Servant leaders build organisational vision from personal vision. The 
leader envisions the future, while acknowledging the past and being aware 
of the present. This attribute allows the leader to capitalise on present 
opportunities, and through making employees the focal point of the 
organisation, develop a measurable plan of action. 
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• Trust: Servant leaders build interpersonal and organisational trust by 
embracing the values of honesty and integrity. Employees trust and have 
confidence in a leader that is reliable and models the truth.  
• Empowerment: Servant leaders entrust power to others through effective 
listening, valuing equality and love, emphasising teamwork, and making 
people feel important. Empowered employees take part in planning and 
decision-making on important matters, and discover the deeper meaning in 
their jobs through this involvement.  
• Service: Servant leaders are accountable to those being served, be it 
customers or subordinates, and thus have a sense of responsibility towards 
them. Serving others is the focal point of servant leadership, and leaders 
model this service to others in their behaviour, values and attitudes. The 
relationships between the variables in Patterson’s model are illustrated in 
Figure 4.2.  
Figure 4.2: Patterson’s model 
Source: Jacobs (2006:2) 
The model in Figure 4.2, above, illustrates a working theory of the 
characteristics and values on which the concept of servant leadership is based. 
Dennis and Bocarnea (2005:610) developed a valid instrument and conducted 
empirical research to measure the presence of these seven characteristics. The 
authors found that five of the constructs, namely, Agàpao love, humility, vision, 
trust and empowerment were present in the study. The instrument, however, did 
not succeed in measuring the factors of service and altruism. Possible reasons 
cited for this failure are that altruism and service are not detailed enough to 
discriminate between individual factors as separate items, and the fact that 
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respondents were unfamiliar with these two factors where leaders with these 
characteristics were absent.  
Winston (2003:4) posits that the servant leader’s role does not end with service 
to the followers, but is a circular process that results in agàpao love in the 
follower towards the leader. The author extends the work of Patterson (2003), 
as illustrated in Figure 4.3, below.                      
Figure 4.3: Circular nature of Servant Leadership characteristics 
Source: Winston (2003:6) 
According to Winston (2003:5), the follower’s agàpao love effects an increase in 
both the commitment to the leader and the self-efficacy of the follower which, in 
turn, improves the intrinsic motivation of the follower. The result is increased 
levels of altruism towards the leader and towards the leader’s commitment to 
organisational performance. The followers ultimately reciprocate heightened 
levels of service towards the leader and, as a result, increase organisational 
performance.  
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Liden et al. (2015:255) note that no single characteristic on its own can 
comprehensively capture the intricacies of servant leadership. The authors 
assert that servant leadership is best described as the combination and 
aggregate of the dimensions listed below.  
• Emotional healing, which involves the extent to which the leader shows 
sensitivity towards their followers' well-being and personal problems. 
Emotional healing further describes a leader’s competence and commitment 
to and in aiding spiritual recovery from adversity or trauma (Klein, 2014:3). 
Leaders who use emotional healing are highly empathetic and great 
listeners. Such leaders create environments that are safe for employees to 
voice personal and professional issues (Barbuto & Wheeler, 2006:318).  
• Creating value for the community, which captures the leader's 
involvement in helping the community surrounding the organisation as well 
as encouraging followers to be active in the community. Servant leaders 
also comprehend and appreciate the significance of building community 
within the organisation and, therefore, strive to create interpersonal 
relationships that build a sense of belonging (Klein, 2014:22). 
• Conceptual skills, reflect the leader's ability to solve work problems and 
understand organisational goals. This characteristic means that leaders are 
able to balance daily tasks, while concurrently being visionary (Ehrhart, 
2004).   
• Empowerment, indicates the degree to which the leader entrusts followers 
with decision-making influence, responsibility and autonomy. Empowerment 
is also about facilitating and encouraging followers to identify and solve 
problems, and providing a means and time frames to complete tasks (Liden 
et al., 2008:163)   
• Helping subordinates grow and succeed, that is, identifying the degree to 
which the leader helps followers to achieve career success and maximise 
their potential. Servant leaders derive satisfaction from and are committed to 
growing others. This is underscored by the leader’s belief that the followers’ 
worth extends beyond their contribution as employees and workers 
(Sendjaya & Pekerti, 2010).  
• Putting subordinates first, namely, assessing the extent to which the 
leader prioritises meeting the needs of his/her followers before tending to his 
or her own needs. Van Dierendonck et al. (2014) agree that servant leaders 
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would put the needs of followers first, even if this is in conflict with personal 
and organisational interests. 
• Behaving ethically, which includes being honest, trustworthy, and serving 
as a model of integrity. Khuntia and Suar (2004:14) note that ethical leaders 
are primarily motivated by the need to benefit followers, even if this means 
some form of personal sacrifice on the leader’s part.  
Focht and Ponton (2015:47) identified servant leadership characteristics by 
studying existing literature and applying a Delphi study to reduce the 
characteristics to the twelve key characteristics listed in Table 4.4, below. In 
short, the Delphi study method required a panel of experts to anonymously 
identify characteristics that are relevant to servant leadership. The process is 
repeated by refining the questionnaire and excluding characteristics until 
consensus is reached on the essential characteristics.  
Table 4.4: Key characteristics and definitions of servant leadership 
Characteristic Explanation 
Value people Servant leaders truly value people for who they are, and not just for 
what they can provide to the organisation.  
Humility Servant leaders are truly humble, not humble as an act. Servant 
leaders understand it is not about them - things happen through 
others. 
Listening Servant leaders are prepared to listen because listening allows 
learning from others, and to understand followers and associates.  
Trust Servant leaders give trust to others, and are trusted by being 
dependable and authentic.  
Caring Servant leaders truly have the people and the purpose in their heart. 
Leaders display kindness toward others, and a concern for others. 
Integrity Servant leaders are honest, credible and trustworthy. Servant leaders 
do not cut corners, thus allowing for dependability and trust.  
Service The servant leader is servant first. 
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Table 4.4 (continued): Key characteristics and definitions of servant 
leadership 
Characteristic Explanation 
Empowering Servant leaders empower others and expect accountability. 
Serve others’ needs 
before their own 
Servant leaders serve others before self. This is foundational to what 
it means to be a servant leader - put others’ interests before one’s 
own interests. 
Collaboration Servant leaders reject the need for competition and pitting people 
against each other, but rather bring people together.  
Love, unconditional 
love 
Starting with a position of unconditional love, the leader’s belief is 
that every person is as worthy and valuable as the leader self. The 
result is a commitment to dealing with people in the most loving way 
possible.  
Learning This includes learning from subordinates. Servant leaders are aware 
that they do not know it all, and are therefore willing to learn from all 
directions in the organisation.   
Source: Focht and Ponton (2015:50)  
In Table 4.4, Focht and Ponton (2015:50) distinguished between servant 
characteristics and leadership characteristics, and focussed on the servant 
aspect first. This was based on the premise that service precedes leadership, 
and not vice versa. Stated differently, this means that a servant leader must first 
meet the criteria of being a servant, before meeting the criteria of a servant 
leader.  
The existing operationalisation of servant leadership characteristics are often 
criticised for lacking formal definitions, and for being vague (van Dierendonck, 
2011). The essential characteristics uncovered by prolific researchers (Page & 
Wong, 2000; Ehrhart, 2004; Spears, 2004; Dennis & Bocarnea, 2005; Barbuto 
& Wheeler, 2006; Hale & Fields, 2007; Liden et al., 2008; Sendjaya et al., 2008; 
van Dierendonck & Nuijten, 2011; Mittal & Dorfman, 2012) are summarised in 
Table 4.5. 
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Table 4.5: Comparison of characteristics of Servant Leadership 
Spears (2004) Ehrhart (2004) van Dierendonck and 
Nuijten (2011) 
Patterson (2003) Barbuto and Wheeler 
(2006) 
Hale and Fields 
(2007) 
 
Listening Forming relationships 
with followers 
Empowerment Leader’s Agàpao Wisdom Humility  
Empathy Empowering followers Standing back Humility Persuasion mapping Service  
Healing Help followers grow and 
succeed 
Accountability Altruism Organisational 
stewardship 
Vision  
Awareness Behave ethically Humility Vision  Altruistic calling   
Persuasion Demonstrate conceptual 
skills 
Authenticity Trust Emotional healing   
Conceptualisation Put followers first Courage Empowering others    
Foresight Create value for others 
outside organisation 
Forgiveness Service    
Stewardship  Stewardship     
Commitment to growth 
of people 
      
Building community       
Source:  Constructed by author
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Table 4.5 (Continued): Comparison of characteristics of Servant Leadership  
Page and Wong (2000) Sendjaya, Sarros and 
Santora (2008) 
Liden et al. (2008) Focht and Ponton 
(2015: 50) 
Mittal and Dorfman 
(2012: 556) 
 
Integrity Voluntary subordination Emotional healing Value people Egalitarianism  
Humility Authentic self Creating value for the 
community 
Humility Moral Integrity  
Servanthood Covenantal relationship Conceptual skills Listening Empowering and 
developing others 
 
Caring for others Responsible morality Empowering Trust Empathy  
Empowering others Transcendent spirituality Helping subordinates grow 
and succeed  
Caring Humility  
Developing others Transforming influence Putting subordinates first Integrity Creating value for 
community 
 
Visioning  Behaving ethically Service   
Goal-setting   Empowering   
Leading   Serve others’ needs 
before their own 
  
Modelling   Collaboration   
Team-building   Love, unconditional love   
Shared decision-making 
 
  Learning   
Source: Constructed by author
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4.7 CREATING AN ENABLING ENVIRONMENT FOR SERVANT 
LEADERSHIP 
Research on the topic of servant leadership has mainly focussed on construct 
development, this exacerbating the need to understand the mechanisms of how 
it should be applied and implemented in organisations (Hunter et al., 2013). 
While the central tenets of servant leadership are simple to understand, it is 
regarded as the most profound and difficult type of leadership to practice (Kaul, 
2014:8). The complexity of applying the concept is partially due to the fact that it 
is not based on a set of skills, but requires a fundamental shift in attitude and 
personal inner transformation on the part of the leader. A key distinction is that 
other leadership theories are defined by what actions the leaders take; servant 
leadership, however, is defined by the character of the leader and the 
demonstration of complete commitment to serve others. This creates a 
fundamental challenge for theorists in deciding how to construct models that 
encompass the theoretical message of “servanthood-through-leadership-
through-practice” (Parris & Peachey, 2013:378).  
Carver (2010:1) adds that, while the philosophy of servant leadership is 
constant across the spectrum of human experiences, the specifics of practising 
it vary from one setting to another. In applying the principles of servant 
leadership to the practise of corporate governance, and more specifically the 
role of the board, Carver (2010:4) identified the practices listed below:  
• Set clear expectations for employee performance, 
• Never judge staff on criteria not previously set, 
• Only evaluate employees on criteria set by the full board, and not by 
individuals or committees, 
• Allow employees as much freedom and creativity for action as is safe, rather 
than requiring staff to repeatedly seek approvals from the board, 
• Put the burden of justification on withholding delegable authority, rather than 
on granting it,  
• Exercise control over employees only as much as is necessary to assure 
responsible performance, 
• Protect employees from the harmful influence of power, be it from direct 
superiors or from individual board members, 
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• In instances where a Chief Executive Officer (CEO) has been appointed, the 
line of authority must be respected to avoid damaging both accountability and 
empowerment.  
Carver (2010:4) notes that, in boards worldwide, there is a notable breach 
between this intention and actual board performance. The author emphasises 
that board members’ actions must be consistent with servant leadership 
principles, by allowing more room to able people to grow. 
4.7.1 Procedural justice (fairness) climate  
Procedural justice is defined as the employee’s perceived fairness about 
processes of rewards, performance appraisal, and complaints within the 
organisation (Chung et al., 2010; Kool & van Dierendonck, 2012). The concept 
has been linked, empirically, to various individual and unit-level outcomes, 
including organisational citizen behaviour. Organisational climates develop in 
work groups composed of employees sharing a leader who exposes them to the 
same policies, practices, and procedures. These leaders act as “climate 
engineers” who shape the meaning employees attach to these organisational 
characteristics (Naumann & Bennett, 2000:883).  
The employees’ perception of the organisational climate that is created through 
the fair application of policies, procedures, and practices underlies what is 
commonly referred to as the procedural justice climate (Ehrhart, 2004). Servant 
leaders are especially suited to influence a climate of procedural justice, 
because servant leaders maintain consistently high ethical standards across 
group members and seek input from and attempt to reach consensus among 
employees on important decisions (Walumbwa, Hartnell & Oke, 2010:520). The 
effects of servant leadership have been found to partially mediate the 
relationship between procedural justice climate and organisational citizenship 
behaviour, as illustrated by Figure 4.4, below. 
  
 120 
  
Servant leadership Procedural justice climate
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Figure 4.4: The mediating effect of procedural justice climate 
 
Source: Ehrhart (2004) 
Ehrhart (2004:71) found that where servant leaders are perceived to be working 
for the good of their followers, the entire unit perceives being treated fairly (see 
Figure 4.4). The followers in these units are characterised by higher overall 
levels of helping and conscientiousness behaviours. Ehrhart (2004) concludes 
that servant leadership appears to be related to unit-level OCB, where the 
leader acts in ways to benefit subordinates and help them grow and develop. 
Unit members are also more likely to act in ways to benefit other unit members 
(helping) and the organisation in general (conscientiousness). 
Walumbwa et al. (2010:520) established that servant leaders also influence 
group members’ perceptions of fair treatment when they apply their values and 
beliefs in terms of setting ethical standards, seeking employee input, and 
consistently developing quality relationships among all group members. 
Followers are motivated to voice their opinions and suggestions in the 
workplace, when leaders hold high ethical standards. This behaviour has been 
found to enhance the procedural justice climate (Walumbwa & Schaubroeck, 
2009:1275). Research conducted by Mayer, Nishii, Schneider and Goldstein 
(2007:3) and Ehrhart (2004) supports this notion that servant leadership and 
personality behaviour are positively related to employees’ perceptions of 
procedural justice climate. This positive association between servant leadership 
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and procedural justice climate may be representative of the leaders’ recognised 
moral responsibility to their followers (Walumbwa et al., 2010:526). 
4.7.2 Trust 
Trust plays a critical role in improving the quality of the relationship between a 
servant leader and his/her followers, since followers perceive the leader’s 
behaviours and decisions to be thoughtful, dependable and modal (Chung et 
al., 2010). Servant leaders stimulate and sustain trust through exhibiting 
supportive and communicative behaviours (Joseph & Winston, 2005:7). The 
typical leader behaviours that allow trust to develop into an organisational 
culture are: 
• What the leader focuses on and rewards; 
• The manner in which resources are allocated; 
• Role-modelling; 
• How critical incidents are dealt with; and 
• What criteria is used for dismissal, promotion, recruitment and selection. 
Joseph and Winston (2005:6) found a positive correlation between the 
perceptions of servant leadership and both organisational trust and leader trust. 
In addition, those organisations perceived to be led by servant leaders had 
higher levels of organisational and leader trust than those that were perceived 
not to be led by servant leaders. The relationships built on trust and service form 
the foundation for the influence of servant leadership. More specifically, the 
study by Sendjaya and Pekerti (2010) showed that certain leadership behaviours 
associated with servant leadership are more likely to engender followers’ trust in 
the leader. These behaviours include: articulating a shared vision with which 
followers can collectively identify, setting a personal example, appealing to 
commonly shared values, demonstrating shared values, open-ended 
commitment, concern for the welfare of their followers, and engaging in moral 
dialogue to examine the ethics of the organisation and of the leaders 
themselves. 
In empirical studies of South African organisations, the positive relationship 
between servant leadership and interpersonal trust was also confirmed 
(Chatbury, Beaty & Kriek, 2011:60; Du Plessis, Wakelin & Nel, 2015:7).The 
findings of these studies indicate that leaders are likely to increase the levels of 
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interpersonal trust that exist between leaders and followers by increasing the 
extent to which servant leadership behaviours are exhibited. Trust is noted as a 
necessary antecedent of the effectiveness of servant leadership. Reinke 
(2004:41) similarly proved that through openness, vision and stewardship, 
servant leaders foster an organisational culture of trust that positively impacts on 
the organisation’s performance. The empirical study found positive directional 
relationships, as outlined in Figure 4.5, below. 
Figure 4.5: The relationship between servant leadership and 
organisational trust 
Source: Constructed by author, based on Reinke (2004:45) 
Reinke (2004:42) operationalised servant leadership by re-conceptualising the 
ten servant leader characteristics identified by Spears (2004), as referenced in 
Figure 4.5. The author states that empathy, listening, and awareness of others 
are interrelated and reasonably considered to represent “openness”. 
Conceptualisation and foresight are strongly related to each other, as to 
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conceptualise a vision means to place situations in context and anticipate future 
possibilities (foresight). The characteristics of healing, persuasion, stewardship 
and commitment of followers’ growth are interrelated on the basis that healing 
cannot take place without a high degree of commitment to the follower’s growth. 
Through correlation and regression analysis, Reinke (2004:49) concluded that 
servant leaders who are open to communication with their subordinates, 
possess a vision for the organisation, and behave as an ethical steward, 
improve the level of trust within the organisation. 
Schaubroeck, Lam and Peng (2011:863) further established that the effects of 
leader behaviour on team performance were fully mediated through the trust in 
the leader and the team’s psychological states, as outlined by Figure 4.6, below. 
Figure 4.6: Mediating effect of trust in the servant leader and team 
performance 
Source: Schaubroeck, Lam and Peng (2011:865) 
Figure 4.6 demonstrates the mechanism through which trust in the servant 
leader impacts on the psychological states of followers and, ultimately, 
improves team performance. Affect-based trust (trust resulting from emotional 
bonds developed on genuine care and concern for each other’s welfare) in the 
team leader results in team members having more confidence in their abilities to 
perform effectively. Team members have a shared belief that the environment is 
safe (psychological safety) to voice differences in a manner that fosters 
experiential learning and creative strategies. This ultimately increases the 
team’s performance (Schaubroeck et al., 2011:865). In order to build trust, it is 
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recommended that leaders are given adequate time to build relationships when 
coaching and mentoring followers (Du Plessis et al., 2015:7). 
4.7.3 Serving culture  
In organisations where several leaders embrace servant leadership, the 
organisation may succeed in developing a culture of serving others, both inside 
and outside the organisation (Liden et al., 2008:174). Liden et al. (2014) 
contend that an organisational serving culture is one of the key mechanisms 
through which servant leadership influences individual and group outcomes. A 
central theme of servant leadership is that serving others includes coercing 
followers so that followers too can become servant leaders, which creates a 
culture of serving others.  According to Schein (2010:18), culture is defined as 
“a pattern of shared basic assumptions learned by a group, which has worked 
well enough to be considered valid and, therefore, to be taught to new members 
as the correct way to perceive, think, and feel in relation to other problems”. 
Leaders may induce a serving culture by directly encouraging followers to serve 
and, indirectly, by modelling desired behaviours which are in turn adopted by 
followers, as demonstrated by Figure 4.7 below (Liden et al., 2014). 
Figure 4.7, below, demonstrates the service culture mechanism through which 
servant leadership impacts individual effectiveness and organisational 
performance. Servant leaders possess strong conceptual skills, a concern for 
followers and high levels of integrity. Furthermore, employees do not only model 
the behaviour of the leader, but also activate an internal process of identification 
with the group that leaves them cognitively attached to the organisation, and 
results in a sense of belonging. The results of Melchar and Bosco (2010:84) 
support the argument that the modelling of servant leadership, by strategic level 
managers, creates an organisational culture through which lower-level 
managers become servant leaders themselves. The authors found that senior 
leaders who exhibit servant leader behaviours are able to encourage other 
organisational leaders to use this style. The end result is consistency in the 
expectations for employees through a consistent organisational culture. 
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Figure 4.7: The impact of servant leadership on serving culture and 
organisational performance 
Source: Adapted from Liden et al. (2014) 
Based on Figure 4.7, Liden et al. (2008:174) further note that organisations that 
seek to create such a culture should carefully recruit managers who are 
interested in focusing on building long-term relationships with their followers. 
This involves making a conscious effort in getting to know all their followers for 
the purpose of providing support and guidance tailored to each individual 
follower's needs. The results of the study by Liden et al. (2008:174) revealed a 
relationship between the servant leadership dimension “helping subordinates 
grow and succeed” and organisational commitment. The relationship between 
the “behaving ethically” dimension of servant leadership and follower job 
performance identified by the study also suggests that special concern be 
shown for selecting leaders of integrity and solid ethics during the recruitment 
process. 
For this reason, Liden et al. (2008:174) suggest that it may be necessary to 
supplement the recruitment and selection criteria for leaders with servant 
leadership training. The authors cite, as an example, in order to develop leaders 
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who are able to uncover the full potential in each follower, emotional intelligence 
training may prove valuable (Goleman, Boyatzis & McKee, 2002). Leaders who 
possess high levels of emotional intelligence have high empathy for the 
concerns and needs of their followers. In order to show empathy, it is critical to 
listen to and understand one’s followers. Training in employee empowerment 
and business ethics is vital to the development of such leaders (Quinn, 
Spreitzer & Brown, 2000). Recruiters promoting the requirements of empathy, 
integrity, agreeableness and competence in managerial positions would attract 
leaders that are predisposed to the practice of servant leadership, as 
summarised by Figure 4.8 below (Washington, Sutton & Feild, 2006:711).  
Figure 4.8: Relationship between empathy and servant leadership 
Source: Washington et al. (2006:705) 
The practical implication, as illustrated by Figure 4.8, is that the messages of 
servant leadership, sent during the recruitment process, allow candidates to 
self-reflect into or out of applying for the position. This is based on the 
participants’ perceptions of fitting into the organisation (Washington et al., 
2006:711). Van Dierendonck and Nuijten (2011:251) concur that the 
implementation of servant leadership in the organisation is often hindered by 
giving too much attention to the “servant” aspect, and not paying enough 
attention to the “leader” aspects of the concept. The authors suggest that equal 
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attention is paid to both serving the followers and focussing on the leadership 
values. This presents a challenge for organisations to understand the dilemma 
incorporated in the term servant leadership itself: “Serving and leading become 
almost exchangeable. Being a servant allows a person to lead; being a leader 
implies a person serves” (van Dierendonck & Patterson, 2015:121).  
4.7.4 Service climate 
Through social learning, followers emulate the servant leader’s behaviour, 
which ultimately leads to a culture of customer service, or service climate, in the 
organisation (Liden et al., 2014). Service climate is defined as “employees’ 
shared perceptions of the policies, practices, and procedures that are rewarded, 
supported, and expected concerning customer service” (Schneider, Salvaggio & 
Subirats, 2002:92).  
Servant leaders shape the organisation’s service climate by instilling service 
values to the group.  Typical values include personal integrity, trust, building 
relationships, and helping others grow and succeed (Liden et al., 2008). In 
addition, servant leaders emphasise aspects of the organisation’s existing 
procedures, policies, and practices that most reinforce the servant leader’s 
beliefs. Furthermore, servant leaders accentuate the importance of serving 
multiple stakeholders, thus expanding service climate’s traditionally singular 
focus on the external customer to organisational colleagues, the community, 
and society (Liden et al., 2008).  
4.7.5 Organisational learning 
Organisational learning is defined as the process through which information is 
collected, distributed and interpreted in order to provide an organisational 
outcome (Choudhary et al., 2013). Servant leaders work towards building a 
learning organisation where each individual can be of unique value. By 
focussing on empowerment, servant leaders create an organisational climate 
were decisions are made through information gathering and with adequate time 
taken for reflection. Employees, therefore, feel safe to use their knowledge and 
are focused on continuous development and learning (van Dierendonck, 
2011:1247).  The empirical results of the study conducted by Choudhary et al. 
(2013) show that servant leadership improves organisational performance 
through organisational learning. When servant leaders have the needs of their 
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followers at heart, and educate them through training, workshops and seminars, 
it increases the knowledge capability of an organization, and consequently 
increases the organisation’s knowledge. Servant leadership’s encouragement of 
follower growth, learning and autonomy promotes learning in organisations 
(Bass, 2000:33).  
4.8 THE CROSS-CULTURAL APPLICABILITY OF SERVANT 
LEADERSHIP 
Studying the impact of culture on leadership styles leads to a greater 
understanding of working with a diverse workforce, and this has become a 
critical leadership component in globalised organisations (Rodriguez-Rubio & 
Kiser, 2013:127; Mittal & Elias, 2016:61). Cross-cultural leadership studies 
indicate that cultural differences influence leadership behaviour, and 
management philosophies typically evolve in concurrence with the cultures 
within which they function (Booysen, 2001:36). For organisations to prosper, it 
is important that servant leaders have a clear understanding of the cultures 
within which the organisation is operating (Guillaume, Honeycutt & Cleveland, 
2013:711). For example, many cultures believe that it is improper or 
disrespectful to be insubordinate to someone who has been defined as the 
“leader” of a group or organisation.  
In an increasingly globalised world, multinational corporations can increasingly 
see servant leadership as a valid model across different national cultures 
(Carroll & Patterson, 2014:35; de Sousa & van Dierendonck, 2014:893). This 
emphasises that it has become almost impossible to discuss leadership and 
management theory without considering the impact of cross-cultural events, due 
to the internationalisation of national economies (Hannay, 2009:5). Given the 
current global economic climate and the associated impact on managing 
employees, it is important for global leadership practices to adapt to local 
cultural values in order to increase efficiency (Wursten, Lanzer & Fadrhonc, 
2003:1). 
House, Javidan, Hanges and Dorfman (2002:5) define culture as “shared 
motives, values, beliefs, identities, and interpretations or meanings of significant 
events that’s derived from common experiences of members of collectives, and 
are transmitted across age generations”. The authors note the increasing need 
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to understand the impact of culture on leadership and organisational theories, in 
order to grasp the effectiveness of these theories in various cultural settings 
(House et al., 2002:3). Various definitions of culture suggest that common 
experiences and shared meanings are what differentiate cultural groups from 
each other. From this, Mittal and Elias (2016:61) deduced that culture is a 
framework that steers, as well as binds, a collective or group. Cultural 
differences among groups stem from the fact that individuals from different 
cultures have different value systems (Bertsch, 2012b:10).  
The impact of culture can be appreciated by deepening the understanding of 
how different leaders are perceived in different cultures. For example, the 
perceptions of success of organisations in individualistic cultures are often 
ascribed to a single person, normally the Chief Executive Officer, while in 
collective cultures the leaders are perceived, to a lesser extent, as the main 
perpetrator of the organisation’s demise (Dickson, Castaño, Magomaeva & Den 
Hartog, 2012:488). During the Global Leadership and Organisational Behaviour 
Effectiveness (GLOBE) research project, House et al. (2004) utilised nine 
cultural dimensions derived from the seminal work of Hofstede (1980). The 
GLOBE project studied 62 societal cultures (including Sub-Saharan Africa) 
around the world to explore cultural values and practices, and the impact of 
these values on leadership characteristics and organisational practices 
(Winston & Ryan, 2008:214). The outcome of the GLOBE project led to 60 
countries being grouped into 10 clusters, as illustrated by Figure 4.9 further 
below.  
Based on Figure 4.9, below, Carroll and Patterson (2014:20) explain that 
societies most similar to each other are grouped together in one cluster. 
Societies arranged further apart from one another are further apart culturally. 
For example, black South Africans in the African cluster are similar in culture to 
Eastern European and Latin European societies, but are most dissimilar to Latin 
American societies.   
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Figure 4.9: The 10 societal clusters based on the GLOBE study 
Source: House et al. (2004)  
The GLOBE cultural dimensions, related to Figure 4.9, are listed below: 
• Power distance – The extent to which members of a collective expect power 
to be distributed equally; 
• Uncertainty avoidance – The degree to which groups, organisations or 
societies rely on social norms, procedures or rules to minimise the impact of 
unpredictable future events;  
• Humane orientation – The degree to which a cultural group rewards and 
encourages individuals for being fair, generous, altruistic, kind, and caring to 
others; 
• Collectivism 1 – The degree to which practices in society and organisations 
reward and encourage the collective distribution of sources and collective 
action; 
• Collectivism 2 – The extent to which pride, joy, loyalty and cohesiveness are 
expressed in families and organisations; 
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• Assertiveness – The degree to which assertive, confrontational, and 
aggressive behaviour is expressed towards other; 
• Gender egalitarianism – The extent to which the group minimises gender 
inequality; 
• Future orientation – The degree to which individuals engage in future-
orientated behaviours, such as delaying gratification, investing in the future, 
and planning; 
• Performance orientation – The extent to which the group rewards and 
encourages excellence and improved performance amongst group 
members.  
A comprehensive discussion of all cultural dimensions is beyond the scope of 
this study. The rest of this section focuses on the salient dimensions relevant to 
other constructs of the study, namely, humane orientation, power distance and 
uncertainty avoidance. Van Dierendonck (2011) states that humane orientation 
and power distance, as identified by House et al. (2004), are most likely to 
influence the occurrence of servant leader behaviours in organisations. The 
antecedent relationships of these dimensions are illustrated by Figure 4.10, 
below.  
Figure 4.10: The influence of humane orientation and power distance on 
servant leadership  
  Source: van Dierendonck (2011:1233)   
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4.8.1 Humane orientation 
The humane orientation construct focusing on concern and care for others, as 
well as compassion towards others, is related to servant leadership (Winston & 
Ryan, 2008). Humane orientation has been found to be part of cultural concepts 
of servant leadership in African (Ubuntu and Harambee); Mediterranean 
(Jewish), East Asian (Daoist and Confucianism), and Indian (Hindu) value 
systems. Furthermore, it is notable that there is significant overlap between 
humane orientation and agàpao love, as identified by Patterson (2003).  
Cultures that are characterised by a strong humane orientation, focus strongly 
on acknowledging the need to take care of others, and foster a firm sense of 
belonging. Therefore, a humane orientation is driven by cultural values such as 
concern for others, being sensitive towards others, being friendly, and tolerant 
of mistakes (Kabasakal & Bodur, 2004). As a result, it is expected that, in these 
cultures, leaders will exhibit higher attention to interpersonal acceptance, 
empowerment and stewardship (Davis, Schoorman & Donaldson, 1997). A 
strong humane orientation, however, does not imply a soft or non-performance 
orientation, as the humane orientation dimension also positively relates to 
performance orientation cultural value scores (House et al., 2004). 
Winston and Ryan (2008:212) and Carroll and Patterson (2014:35) maintain 
that servant leadership is an effective global leadership style, and should be 
included in leadership development programs to produce more humane 
leaders. The authors note that global concepts like Ubuntu and charismatic 
values-based leadership undergird and strongly resonate with the humane 
orientation construct.  
4.8.2 Power distance 
High power distance cultures are more obedient to authority figures like parents 
and elders, and organisations tend to be more centralised. In such cultures, 
large differences in power are expected and accepted. In cultures with low 
power distance, decision-making is less centralised, with less emphasis placed 
on formal respect and humble submission (van Dierendonck, 2011:1246). Low 
power distance cultures are oriented towards the development of servant 
leaders within organisations, as the leader-follower relationship is based on 
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equality which, in turn, reciprocates the personal growth of the follower (Davis et 
al., 1997). 
A servant leader respects the capabilities of followers and enables followers to 
exercise their abilities, share powers, and do their best (Harwiki, 2013). The 
servant leader is prepared to share power through empowerment, thereby 
involving followers in planning and decision making. De Sousa and van 
Dierendonck (2014:881) note that the empowering nature of servant leaders 
privileges followers as change agents, with the leader being at the service of 
followers in facilitating learning and growth, as well as follower performance.  
Hannay (2009:9) believes that power distance is one of the most critical 
dimensions for the successful cross-cultural implementation of servant 
leadership. The author found that low power distance cultures provide 
employees with the freedom to give leaders feedback; leaders, in turn, see this 
feedback as coming from a valid source. The 360-degree performance 
feedback tool is recommended for use in these situations. DuBrin (2012:110) 
explicates that 360-degree feedback is a formal evaluation of superiors based 
on input from subordinates, colleagues and, occasionally, suppliers and 
customers. This type of feedback gives leaders insight into the perceived 
effectiveness of their leadership. Conversely, in high power distance countries, 
employees will refrain from giving superiors accurate feedback, and managers 
are inclined to downplay the validity and usefulness of the feedback received 
(Ehrhart, 2004; Hannay, 2009).  
4.8.3 Uncertainty avoidance 
Uncertainty avoidance relates to the extent to which members of a society feel 
at ease with ambiguity and uncertainty (Mittal & Elias, 2016:65) in relation to an 
uncertain future. It is linked to the anxiety and stress-levels experienced in the 
society. Strong uncertainty avoidance societies maintain rigid codes of belief 
and behaviour, promising certainty and protecting conformity. Weak uncertainty 
avoidance societies maintain a more relaxed atmosphere (Hofstede, 1980).  
Servant leaders hand over control to employees in order to facilitate employee 
growth and development in the workplace (Hannay, 2009:7). In organisations 
led by servant leaders, employees share the responsibility of setting rules, 
assigning workloads, and evaluating performance. Individuals in societies that 
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steer clear of uncertainty, meaning new experiences, resist change and new 
organisational structures, fail to embrace the new opportunities made possible 
by servant leaders. In this regard, servant leadership has been identified as a 
particularly appropriate type of leadership style under situations of high 
uncertainty, such as during merger and acquisition processes (de Sousa & van 
Dierendonck, 2014:880).  
Servant leaders indirectly increase the effectiveness of change by enabling 
workers to partake in the change process and become change agents 
themselves (Bakker & Demerouti, 2007). This is largely made possible by 
focussing on the employees, and concurrently on their personal resources, and 
the task at hand. Minkov (2014:167) notes that Hofstede (2001:159) established 
a negative relationship between uncertainty avoidance and interpersonal trust. 
This is easily understood, as when the future is uncertain there is also 
scepticism about whether leaders will keep their promises. 
4.9 SOUTH AFRICAN CULTURE AND SERVANT LEADERSHIP 
Covey (2006:5) rationalised that servant leadership might be particularly 
appropriate for South Africa, since the model is characterised by moral 
authority, humility, service and sacrifice that bring about trust and respect. 
Covey (2006) offers the iconic South African leader Nelson Mandela as an 
exemplary servant leader. Booysen (2001:36) cautions, however, that although 
South Africa is a complex mixture of several cultures, its dominant management 
practices are by and large Anglo-American. This notion was empirically 
validated through the GLOBE study conducted by House et al. (2004), as 
illustrated by Figure 4.9.  
Since the democratic transition in 1994, corporate South Africa has undergone 
significant changes in policies that govern affirmative action and employment 
equity. This ultimately resulted in an increase in workforce diversity (Booysen, 
2001:36).  The resultant increase in workforce diversity, and inclusivity of all 
race groups, places significant strain on the dominant Anglo management 
paradigm.  It would be expected that, more than 20 years later, the cultural 
diversity profile of organisations would have shifted significantly, but this is not 
the case. While there appears to be some movement in the right direction, there 
is still an overrepresentation of white males, in particular, in senior and top 
leadership positions (Littrell & Nkomo, 2005:564). Black managers in the African 
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cluster (see Figure 4.9) only represent 32 percent of senior management, while 
white managers in the Anglo cluster represent 64 percent at senior 
management level (Horwitz & Jain, 2011:304). The implication of this is that, in 
the organisational context, South African leaders can vary significantly with 
regard to cultural orientation.   
Based on the heterogeneous nature of the South African population, workplace 
teams are likely to be made up of employees from diverse backgrounds in 
terms of race, culture, language and, in some cases, nationality. The failure to 
understand individual differences is likely to have negative consequences for 
such organisations (Mahembe & Engelbrecht, 2014:9). To this end, servant 
leaders are appropriately oriented to provide the necessary development, 
coordination, and coaching to help employees understand and embrace 
individual differences. It is the intention of this study to position Ubuntu 
leadership as an equivalent, if not superior, style of leadership. This is 
particularly relevant in Africa, as the African cluster has a more humane 
orientation, as identified by GLOBE. This humane orientation resonates with the 
Ubuntu value of humanness, that is, the pervasive spirit of caring, humility and 
interconnectedness, exhibited by African people. 
4.10 DISTINGUISHING BETWEEN SERVANT LEADERSHIP AND 
OTHER DOMINANT LEADERSHIP PERSPECTIVES 
It is important to differentiate servant leadership from proven leadership styles, 
like transformational leadership, as it provides the impetus that warrants further 
research (van Dierendonck et al., 2014:559). Liden et al. (2015:254) states that 
empirical research over the past ten years has demonstrated the significant 
variance and value of servant leadership over dominant leadership styles like 
transformational and leader-member exchange (LMX). Ehrhart (2004:68) notes 
that this distinction of servant leadership stems from the leader’s recognition of 
the moral responsibility, not only to the success of the organisation, but also to 
the leader’s subordinates, customers and other organisational stakeholders.  
The consistency and strength of this notable variance makes servant leadership 
worthy of continued research attention. Servant leadership persistently results 
in various follower outcomes, even when controlling for other dominant 
leadership approaches during empirical investigations (Liden et al., 2014).  
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4.10.1 Transformational leadership 
DuBrin (2012:83) defines a transformational leader as a person who brings 
about major positive changes by moving group members beyond self-interest 
and toward the good of the group, organisation or society. It requires leaders to 
have a clear view of the future, creating a compelling vision that inspires total 
commitment to, and acceptance of, change by followers (Werner, 2011:364).   
Researchers frequently try to understand the differences between servant 
leadership and transformational leadership. At first glance, transformational 
leadership and servant leadership are perceived to be very similar (Choudhary 
et al., 2013), with some individuals questioning whether there is any noticeable 
difference between the concepts (Stone, Russell & Patterson, 2004; van 
Dierendonck et al., 2014). This question led researchers to explore the 
distinction between the two leadership approaches. Stone et al. (2004:354) first 
identified the similarities between servant and transformational leadership, then 
continued to highlight their differences. The authors note that both 
transformational leadership and servant leadership emphasize the importance 
of appreciating and valuing people, listening, mentoring or teaching, and 
empowering followers. Both leadership frameworks include elements of 
influence, vision, trust, respect or credibility, risk-sharing or delegation, integrity, 
and modelling but, ultimately, the primary difference is in the leader’s focus 
(Stone et al., 2004; Sendjaya & Pekerti, 2010; Choudhary et al., 2013; Lett, 
2014).  
Parolini, Patterson and Winston (2009:288) found that transformational leaders 
were differentiated by their focus on the needs of the organisation, inclination to 
lead first, commitment toward the organisation, and influence through 
conventional charismatic approaches as well as control. Through discriminant 
analysis, the study further identified servant leaders as differentiated by their 
focus on the needs of the individual, inclination to serve first, allegiance toward 
the individual, and influence through unconventional service, as well as through 
offering freedom or autonomy. Van Dierendonck et al.  (2014) clarified that this 
difference in foci may be suitable to different environments. This difference 
relates to transformational leaders focussing on organisational effectiveness, 
whereas servant leaders focus primarily on their followers. Servant leaders 
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Servant leadership
Transformational 
leadership
Organisational 
learning
Organisational 
performance
appear to place greater emphasis on valuing the people constituting the 
organisation, rather than the organisation itself.  
In addition to the primary focus distinction between the leadership styles, there 
is a further distinction in the psychological states that the leaders seek to initiate 
in their followers (Schaubroeck et al., 2011:865). Leaders who exhibit high 
transformational leadership are seen to develop employees in ways needed to 
accomplish collective goals. Transformational leadership seeks to align 
followers’ interests with a collective agenda, thereby developing cognition-
based trust. Conversely, servant leadership behaviour emphasises promoting 
the welfare of others by conveying support to individual group members, 
minimising negative relationship conflicts, and nurturing the broader potential of 
individual members and a sense of community within the work group. 
Schaubroeck, Lam and Peng (2011:863) concluded that servant leadership 
influenced team performance through affect-based trust and team psychological 
safety.  
Studying the effect of both leadership approaches, the empirical research and 
statistical results of Choudhary et al. (2013: 437) show that both leadership 
styles promote organisational performance through the mediating effect of 
organisational learning, as illustrated by Figure 4.11 below.  
Figure 4.11: The impact of Servant and Transformational leadership on 
organisational performance 
Source: Choudhary et al. (2013:437) 
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As illustrated by Figure 4.11, both servant and transformational leadership have 
many facets in common that influence, empower, and encourage followers to 
improve organisational performance.  
Liden et al. (2008:163) highlight the distinction between servant and 
transformational leadership in two ways. Firstly, servant leaders are sensitive to 
the needs of numerous stakeholders, including the larger society, and secondly 
servant leadership encourages followers to engage in moral reasoning. In 
contrast, the focus on serving followers first, contributing to the community, and 
cultivating servant leadership behaviours among followers all represent features 
of servant leadership that are not captured by transformational leadership. 
Ehrhart (2004)  agrees that servant leaders acknowledge their responsibility not 
just to organisational goals, but also to the broader spectrum of stakeholders. 
The author emphasises that no reference is made to transformational 
leadership models of growing followers. Servant leaders, conversely, aspire for 
subordinates to improve for their own good, and view the development of the 
follower as an end in and of itself, not merely as a means to reach the 
organisational goals or goals set by the leader.  
4.10.2 The leader-member exchange (LMX) model of leadership 
Servant leaders foster important behaviours by forming social exchange 
relationships with followers, rather than relying solely on the economic 
incentives in the employment agreement or the authority vested in their 
positions (Liden et al., 2008:163). The leadership approach most closely tied to 
social exchange theory is leader–member exchange (LMX) theory. Developed 
by Dansereau, Graen and Haga (1975), the LMX perspective is unique among 
leadership theories in that it focuses on dyadic relationships between leaders 
and followers. It contends that leaders develop different types of interpersonal 
relationships with their respective followers (Liden & Maslyn, 1998). Despite the 
overlap between servant leadership and LMX, LMX theory does not make 
reference to encouraging community service, personal healing, and developing 
followers into servant leaders.  
Ehrhart (2004:69) notes that, while there are notable similarities between 
servant leadership and the leader-member exchange model, there are a 
number of critical distinctions. Similar to its distinction from transformational 
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leadership, servant leadership acknowledges the responsibility of the leader to 
other organisational stakeholders beyond the leader’s subordinates. 
Furthermore, the ethical behaviour of the leader is not explicitly included in LMX 
theory, but is an incidental outcome at most. LMX has been conceptualised at 
the dyadic level and, therefore, leadership behaviour is not consistently 
exhibited across group members.  
4.10.3 Ubuntu leadership 
Chapter Three presented a theoretical overview of Ubuntu leadership. The 
principles of servant leadership serve as a valuable platform for relating Ubuntu 
to the concept of servant leadership (Winston & Bekker, 2004:3). Winston and 
Bekker elaborated on the common values and characteristics shared between 
the two concepts: a collectivist rather than an individual focus; a focus on the 
follower rather than the organisation; humility, altruism, trust, empowerment, 
commitment to the leader; and service. Werner (2011:369) maintains that, to be 
effective, leaders in Africa need to revisit how traditional communities were 
governed. The author explicates that the search for authentic African leadership 
will invariably lead back to Ubuntu principles, which lie at the heart of servant 
leadership. Ngambi (2004), in Werner (2011:12), argues that the concepts of 
emotional intelligence, as a competence, and servant leadership are traditional 
African styles of leadership remodelled in modern terminology. It involves a 
common purpose in all human endeavour and is based on service to humanity 
(servant leadership).  
Creff (2004:1) explored Ubuntu to gain insights into how the construct relates to 
servant leadership in Africa as a continent that continues to value its original 
heritage. The author notes that the African Renaissance potentially provides a 
bridge for the application of Ubuntu in conjunction with servant leadership. 
While Creff (2004) comments on important links between Ubuntu and servant 
leadership, there was insufficient evidence in a survey of 140 articles supporting 
the notion that Ubuntu is based on servant leadership (Taylor, 2014:334).   
Servant leadership gives explicit attention to compassionate love, mainly 
because it fosters a more human organisational climate (van Dierendonck & 
Patterson, 2015:122). Creating a more human climate resonates well with the 
characteristic of humanness embodied by Ubuntu. The servant leader has a 
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strong commitment to treat each individual respectfully, with an awareness that 
each person deserves to be loved. Taking care of followers is, therefore, not 
purely seen as a means of achieving financial success (van Dierendonck, 
2011:1231). Similarly, Ubuntu provides opportunities for business organisations 
and leaders to become more caring and generous (Nussbaum, 2003:15). 
Olinger, Britz and Olivier (2007) note that sharing and caring within the Ubuntu 
sense, however, is not unique to Ubuntu but is also manifest in many other 
cultures.  
What differentiates Ubuntu is the sheer intensity by which this value is exhibited 
by people living Ubuntu. This study attempts to explore the similarities and 
differences between the two leadership styles. It is the opinion of the author that 
Ubuntu is different from servant leadership based on the mechanisms and 
intensities by which Ubuntu characteristics are exhibited.  
4.11 SERVANT LEADERSHIP AND GENDER IMPLICATIONS 
Previous research indicates that gender and gender stereotypes affect 
perceptions of leaders and managers (Littrell & Nkomo, 2005:564). Gender is 
often referenced in relation to cultural perceptions of masculinity/femininity, and 
gender egalitarianism dimensions developed by Hofstede (1980) and House et 
al. (2004). Cultural values impact how managers manage employees, and how 
employees perceive management (Rodriguez-Rubio & Kiser, 2013:130). These 
cultural beliefs also affect the management style between men and women.  
Gender egalitarianism is defined as the degree to which society differentiates 
the division between the gender types. Assertiveness and gender egalitarianism 
can be merged into the larger dimension, namely, masculinity versus femininity. 
The combination of high assertiveness and low gender egalitarianism indicates 
high masculinity, whereas low assertiveness in combination with high gender 
egalitarianism indicates high femininity (Booysen, 2001:41). In a masculine 
society, men are thought to be assertive, tough, and focused on material 
success. Conversely, women are expected to be more modest, tender, and 
concerned with quality of life, which are characteristic of a servant leader 
(Rodriguez-Rubio & Kiser, 2013:130). 
In a South African study conducted by Booysen (2001), based on Hofstede’s 
national culture model, higher scores were found for black people’s gender 
egalitarianism compared to their white counterparts. Furthermore, black women 
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scored higher on humane orientation compared to white females. This is in line 
with Patterson’s (2003) finding that humane orientation is pervasive in the 
African value system of Ubuntu, and resonates well with servant leadership. In 
a study comparing gender in the US and Mexico, Rodriguez-Rubio and Kiser 
(2013:144) found that women were more likely to exhibit characteristics that are 
consistent with servant leadership.  
Duff (2013:206) contends that the altruistic and supportive behaviour of servant 
leaders, coupled with social norms that encourage women to be more 
cooperative, makes it easier for female managers to adopt servant leadership 
than it is for male managers. This notion is supported in social psychology 
literature that shows that women are more inclined towards showing 
compassionate love, and engage in supportive and helping behaviours, within 
the relational context (Sprecher et al., 2007:544).  Duff (2013:206), in Figure 
4.12 below, hypothesised that gender, coupled with timeous performance 
management, influences the relationship between servant leadership and team 
effectiveness.                                            
Figure 4.12: Gender implications of servant leadership 
Source: Duff (2013:206) 
 142 
  
Based on the findings illustrated by Figure 4.12, it was concluded that servant 
leadership may be the most effective overall leadership approach to support 
performance management coaching for teams.  
4.12 ETHICS AND SERVANT LEADERSHIP 
One of the distinctive characteristics of servant leadership is servant leaders’ 
emphasis on ethical behaviour, by acting in the best interests of the employee 
(Ehrhart, 2004:73). Employees often perceive organisational leaders as role 
models who provide them with indications about both appropriate and 
inappropriate behaviour (Jaramillo, Bande & Varela, 2015:108). Jaramilo et al. 
(2015) further expound that servant leaders embrace and live by high ethical 
standards, and play an important role in instituting and preserving an ethical 
organisational climate.  
Reinke (2004:49) states that servant leaders foster trusting relationships with 
subordinates and, through this, they create an organisational climate of trust. 
This is achieved through open communication with subordinates, visionary 
behaviours, and acting as an ethical steward. These trusting relationships also 
impact positively on the performance of organisations (Choudhary et al., 
2013:434).  
4.13 ADDITIONAL EMPIRICAL STUDIES OF SERVANT LEADERSHIP 
A number of empirical studies have, over the past decade, researched the 
operationalisation and outcomes of servant leadership, as well as its 
relationships with other variables. Some of these studies are summarised in 
Table 4.6, below, to give an indication of the additional aspects of servant 
leadership that have been examined, as well as South African studies on the 
concept. 
Table 4.6: Previous empirical studies of Servant leadership 
Author(s) Study Major findings 
(Ding, Lu, Song & 
Lu, 2012) 
Relationship of Servant 
Leadership and Employee 
Loyalty: The Mediating Role 
of Employee Satisfaction 
Results shows that, to improve employee 
loyalty, managers should not only develop 
their servant leadership style, but also take 
individual needs into consideration in order 
to improve psychological satisfaction. 
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Table 4.6 (continued): Previous empirical studies of Servant leadership 
Author(s) Study Major findings 
(Brubaker, 2013) Servant Leadership, 
Ubuntu, and Leader 
Effectiveness in Rwanda 
Findings show that servant leadership is 
positively and significantly related to leader 
effectiveness. There is mixed evidence of 
the discriminant validity of Ubuntu-related 
leadership as a construct distinct from 
servant leadership. 
(Chiniara & 
Bentein, 2015) 
Linking servant leadership 
to individual performance: 
Differentiating the mediating 
role of autonomy, 
competence and 
relatedness need 
satisfaction 
Results indicate that servant leadership 
strongly predicted task performance and 
organisational citizenship behaviour. 
 
(Hunter et al., 
2013) 
Servant leaders inspire 
servant followers: 
Antecedents and outcomes 
for employees and the 
organization. 
The study reports negative relationships 
between servant leadership and two forms 
of withdrawal—turnover intentions and 
disengagement. 
(Whorton, 2014) Does Servant Leadership 
Positively Influence 
Employee Engagement? 
Organisational divisions with the highest 
engagement scores were found to have the 
highest levels of servant leadership. The 
study, however, concluded that servant 
leadership was not conclusively linked to 
employee engagement. 
SOUTH AFRICAN STUDIES 
(Du Plessis et al., 
2015) 
The influence of emotional 
intelligence and trust on 
servant leadership. 
Utilising structural equation modelling, the 
study shows that emotional intelligence and 
trust in the manager affected servant 
leadership. Aspirant servant leaders should 
be given sufficient time to nurture 
relationships in order to build trust. 
(Mahembe & 
Engelbrecht, 
2014) 
The relationship between 
servant leadership, 
organisational citizenship 
behaviour and team 
effectiveness. 
The findings emphasise the role played by 
servant leadership behaviours in promoting 
positive behaviours and outcomes for 
teams. 
(Dannhauser & 
Boshoff, 2006) 
The relationships between 
servant leadership, trust, 
team commitment and 
demographic variables. 
Strong relationships were found to exist 
between servant leadership, trust, and team 
commitment. 
Source: Constructed by Author 
4.14 CONCLUSION 
This chapter reviewed the literature on servant leadership as an emerging 
leadership style focussed on the growth and well-being of employees in the 
workplace. Various characteristics of effective servant leaders were uncovered 
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and discussed, concluding with a summary of the characteristics most cited in 
academic literature. Servant leadership has proved to be effective in various 
cross-cultural settings, with significant impact on engagement and 
organisational citizenship behaviours, both at an individual and team level. 
These positive behaviours and attitudes have a profound impact on 
organisational performance measures. 
The next chapter provides a review of the literature related to employee 
engagement in the workplace. 
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CHAPTER FIVE 
THEORETICAL OVERVIEW OF EMPLOYEE ENGAGEMENT 
5.1 INTRODUCTION 
The previous chapter provided a review of the literature related to servant 
leadership. There appears to be a number of different attributes that 
characterise an effective servant leader, including: listening, empathy, healing, 
awareness, persuasion, conceptualisation, foresight, stewardship, commitment 
to growth of people, and building community (Spears, 2004:8). Servant 
leadership has been found to be effective in various cultures, as these leaders 
measure low on power distance, high on humane orientation and, by focussing 
on people first, they assist employees to adapt to change. A number of 
important organisational outcomes can be associated with servant leadership, 
including OCB, organisational performance, team effectiveness and employee 
engagement. The concept of servant leadership has several dimensions in 
common with other dominant leadership styles, but it makes a significant 
contribution over and above these leadership styles.  
This chapter is a review of the literature on employee engagement as it relates 
to organisations. Employee engagement is a concept characterised by 
employees experiencing a heightened sense of meaningfulness in their work, 
associated with psychological safety and psychological availability (Kahn, 
1990:694). Work engagement enables employees to become absorbed in their 
work, to become dedicated to the organisation and its outcomes, while 
exhibiting vigour in their interactions and task performance (Schaufeli, 
Salanova, Gonzalez-Roma & Bakker, 2002:74). Important organisational 
outcomes are derived from engaging employees, thus giving organisations 
much-desired competitive advantage (Werner, 2011:21).  
The theoretical overview provided in this chapter covers the various approaches 
to defining and conceptualising employee engagement, along with 
differentiating engagement from adjacent organisational behaviour constructs. 
The determinants of engagement are broadly discussed, based on personal 
engagement, job demands and resources approaches. The chapter concludes 
with an evaluation of selected demographic variables that impact engagement. 
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Suggestions for applying an operational process towards engaging employees 
is also discussed herein. 
5.2 DEFINING ENGAGEMENT 
A number of different definitions of employee engagement are in existence, 
each representing the unique perspectives of the time and field from which it 
was conceptualised (Shuck & Wollard, 2010:101). This disorderly approach has 
given rise to the misinterpretation and misconceptualisation of engagement, and 
steeped the construct in controversy (Gruman & Saks, 2011:125). Consulting 
organisations have inaccurately conceptualised engagement by relabelling and 
combining existing concepts such as organisational commitment, involvement, 
motivation, and extra-role performance. This resulted in engagement being 
defined merely as discretionary effort that exceeds the job description 
(Schaufeli, 2013a:5).  The lack of a formal definition has prompted Shuck 
(2011:4) to search all relevant organisational psychology and management 
databases, and systematically review definitions of engagement. From 213 
relevant articles, the author identified the needs-satisfying, the burnout-
antithesis, the satisfaction-engagement, and the multidimensional approaches 
to defining engagement. 
5.2.1 The needs-satisfying definition 
 Kahn (1990:694) defined personal engagement as employees harnessing 
themselves to their work roles, through physical, cognitive, and emotional self-
expression during role performances. The author also defines personal 
disengagement as detaching oneself from work roles, through physical, 
cognitive, or emotional self-withdrawal during role performances. 
5.2.2 The burnout-antithesis definition 
Maslach and Leiter (1997) defined engagement and burnout as the positive and 
negative endpoints of a single continuum. More specifically, engagement is 
characterised by energy, involvement and efficacy, which are considered the 
direct opposites of the three burnout dimensions of exhaustion, cynicism and 
lack of accomplishment, respectively.  
An alternative definition based on the burnout-antithesis approach is offered by 
Schaufeli, Salanova, Gonzalez-Roma and Bakker (2002:74). The authors define 
engagement as a positive, fulfilling, work-related state of mind that is 
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characterised by vigour, dedication, and absorption. Vigour refers to high levels 
of energy and mental resilience while working, the willingness to invest effort in 
one’s work, and persistence even in the face of difficulties; dedication refers to 
being strongly involved in one’s work, and experiencing a sense of significance, 
enthusiasm, inspiration, pride, and challenge; and absorption refers to being 
fully concentrated and happily engrossed in one’s work, whereby time passes 
quickly and one has difficulties with detaching oneself from work.  
5.2.3 The satisfaction-engagement definition 
The term ‘employee engagement’ is defined as an individual’s involvement, 
enthusiasm and satisfaction with work (Harter et al., 2002:269). 
5.2.4 The multidimensional definition 
Saks (2006:602) defined employee engagement as a distinctive construct 
consisting of cognitive, emotional, and behavioural components that are 
associated with individual role performance. This definition is relatively similar to 
Kahn’s (1990) definition, because it also captures the element of role 
performance at work (Schaufeli, 2013a:7).  
From the preceding definitions of engagement, it is clear that no universally 
accepted definition of employee engagement exists. There appears to be some 
agreement that employee engagement is desirable, has an organisational 
purpose, and has both psychological and behavioural dimensions that involve 
energy, enthusiasm and focused effort (Macey & Schneider, 2008a:7).  There is 
also agreement that an engaged employee is acutely aware of the responsibility 
of achieving business goals and, in addition, assumes responsibility to stay 
motivated to assist the organisation to be successful (Anitha, 2014:308).  
For the purpose of this study, employee engagement is defined as: The extent 
to which employees exhibit the desired cognitive, emotional, and behavioural 
characteristics in completing work tasks with vigour, dedication and absorption. 
5.3 IMPORTANCE OF EMPLOYEE ENGAGEMENT 
The start of the century saw a dramatic increase in the amount of attention 
given to engagement by business and consulting organisations (Schaufeli, 
2013a:2). Various changes in the increasingly globalised workplace are 
speculated to have given rise to the emergence of engagement in business, as 
outlined in Table 5.1 below. 
 148 
  
Table 5.1: Changes in the workplace driving engagement interest 
Traditional  Modern 
• Stable organisational environment • Continuous change 
• Uniformity • Diversity 
• Life-time employment • Precarious employment 
• Individual work • Teamwork 
• Horizontal structure • Vertical structure  
• External control and supervision • Self-control; self-management 
• Dependence on organisation • Own responsibility and accountability 
• Detailed job description • Job crafting 
• Fixed schedules and patterns • Boundarylessness (time and place) 
• Physical demands • Mental and emotional demands 
• Experience • Continuous learning 
• Working hard • Working smart 
Source: Schaufeli (2013:3) 
Table 5.1 summarises the important changes that are related to the ongoing 
transition from traditional to modern organisations. Schaufeli (2013:3) points out 
that these changes in the modern workplace require employees to have greater 
psychological capabilities. The author cites, as examples, that organisational 
change requires adaptation, diversity requires perspective taking, teamwork 
requires assertiveness, working in vertical networks requires communication 
skills, job crafting requires personal initiative, boundarylessness requires self-
control, and mental and emotional demands require resilience.  
Engagement is widely considered to be a powerful and useful tool to assist 
every organisation to achieve competitive advantage (Anitha, 2014:309). 
Gruman and Saks (2011:125) cite data revealing that, among a sample of 65 
organisations in different industries, the top 25 percent on an engagement index 
had a greater return on assets, profitability, and more than double the 
shareholder value compared to the bottom 25 percent. Utilising different 
performance metrics, Schwartz (2011) reports that a study conducted between 
2007 and 2008, among 90 000 employees in 18 countries, found that 
companies with the most engaged employees had a 19 percent increase in 
operating income during the previous year, while those with the lowest levels 
had a 32 percent decline. This proves that in achieving competitive advantage, 
people in organisations cannot be duplicated nor imitated by competitors. 
Employees are, therefore, an extremely valuable business asset, and employee 
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engagement is undeniably a dominant source of competitive advantage at all 
levels (Schwartz, 2011). 
Engagement has emerged as a very important construct in organisational 
research based on the favourable relationship with employee behaviours that 
promote organisational retention and performance (Chalofsky & Krishna, 
2009:190). Furthermore, there is convincing evidence of the link between 
engagement and business success that comes from a series of studies 
conducted by the Gallup Organisation. A summarising meta-analysis that 
included almost 8 000 business-units of 36 organisations (Harter, Schmidt & 
Keyes, 2003:9) revealed that levels of engagement are positively related to 
indicators of business-unit performance, such as customer satisfaction and 
loyalty, profitability, productivity, turnover and safety (Schaufeli, 2013a:23). 
5.4 THE EVOLUTION OF EMPLOYEE ENGAGEMENT 
Engagement in the workplace was first conceptualised by Kahn (1990:694) as 
employees harnessing themselves to work roles through physical, cognitive and 
emotional self-expression in work role performances (Leon, Halbesleben & 
Paustian-Underdahl, 2015:88). Several scholars noted this development and 
adopted Kahn’s conceptualisation as the definition of engagement (May, Gilson 
& Harter, 2004:12; Anitha, 2014:308). Kahn’s ideas of personal and work 
engagement formed the foundation for theoretical investigation into the 
construct over the coming years. The theoretical foundation of engagement is in 
the construct of job involvement, which is defined as “the degree to which the 
job situation is central to the person and his (or her) identity” (Lawler & Hall, 
1970:310). The distinction between job involvement and engagement is that 
engagement is more concerned with how the individual employs him or herself 
in the performance of the job (May et al., 2004:12). 
The significance of discussing the evolution of engagement rests in the fact that 
different types of engagement exist. These differences manifest through 
different employee behaviours, have varying outcomes and are operationalised 
differently in scholarly research. Du Plooy and Roodt (2010:2) identified the 
types of engagement to include:  job engagement, organisation engagement, 
personal engagement, burnout/engagement, work engagement and employee 
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engagement. Welch (2011:330) summarised the evolution of engagement, as 
outlined in Table 5.2 further below.   
Table 5.2 outlines the various stages of how the concept of engagement 
developed over a twenty-year period, between 1990 and 2010. The pre-
engagement stage was characterised by discussions regarding how certain 
employee behaviours, for example, innovative and cooperative behaviours, 
were desired for achieving organisational effectiveness. No explicit reference is 
made to employee engagement, but it is eluded to as essential behaviours to 
achieving organisational effectiveness (Katz & Kahn, 1966:388).  
• Stage one 
In stage one, the first mention of engagement began to surface with the 
academic work of Kahn (1990, 1992). Kahn, now regarded as the “father” of the 
academic movement on engagement, however, only applied qualitative 
research methods with limited focus on personal engagement (Welch, 
2011:332). Kahn (1990) postulated that three psychological conditions need to 
be exhibited for employees to be considered engaged: meaningfulness (work 
elements), safety (social elements, including management style, process and 
organisational norms) and availability (individual distractions). The remainder of 
the period saw the rise of practitioner interest in the topic, mainly by the Gallup 
consultancy organisation (Schaufeli & Bakker, 2010). As a result of the work 
done by the Gallup organisation, engagement became hugely popular in the 
business community, as it was shown that engaged employees increased 
customer loyalty (Buckingham & Coffman, 1999:248).  
• Stage two  
Stage two consisted of a surge in academic and practitioner interest, particularly 
as engagement was increasingly tied to improved business performance (Hewitt 
Associates, 2004). A measuring instrument developed by Gallup gained 
popularity amongst scholars, and is referred to as both the Gallup Workplace 
Audit (GWA) (Harter et al., 2003) and the Q12 employee engagement 
questionnaire (Harter & Schmidt, 2008:37). A further key development in this 
stage was the appearance of the positive psychology movement, which altered 
the focus from negative consequences of attitudes to work, like job burnout, to 
positive drivers such as engagement. This movement prompted the appearance 
of academic work on engagement within this period (Maslach, Schaufeli & 
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Leiter, 2001; Harter, Schmidt & Keyes, 2002; May et al., 2004). Khan’s (1990) 
definition remained influential during stage two, but a further definition emerged 
through the research of Schaufeli and Bakker (2004) that considered 
engagement in the realm of organisational behaviour. The authors defined work 
engagement in this context as “a positive, fulfilling, work-related state of mind 
that is characterised by vigour, dedication, and absorption”. 
• Stage 3   
Stage three of the evolution of engagement saw a rapid increase in academic 
interest in the topic. The most prominent contribution came from Saks (2006) 
who extended the employee engagement concept to include both work 
engagement and organisation engagement. Saks (2006) provided convincing 
evidence that positioned engagement as a scientific concept and, by doing so, 
removed the barriers for inclusion in scholarly work. Towards the end of the 
third stage of evolution, the determinants of employee engagement are 
reiterated as meaningfulness, safety and availability by Kahn (2010). Similarly, 
the concept of work engagement gained momentum through various 
publications (Bakker & Leiter, 2010; Schaufeli & Bakker, 2010). 
Table 5.2, below, summarises the evolution of the employee engagement 
concept, and provides an overview of definitions associated with the three 
stages of development.  
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Table 5.2:   Evolution of employee engagement 
Evolutionary 
stage 
Indicative 
publications 
Engagement 
concepts 
Example definitions 
Pre-
engagement 
stage  
(pre-1990) 
Katz and Kahn 
(1966) 
Engage in 
general 
“[…] engage in occasional innovative 
and cooperative behaviour beyond the 
requirements of the role, but in the 
service of organisational objectives” 
Stage 1  
(1990-1999) 
 
 
 
Kahn (1990, 
1992) 
 
 
 
 
 
Buckingham 
and Coffman 
(1999) 
Personal 
engagement 
 
 
 
 
Employee 
engagement 
“[…] the harnessing of organisational 
members’ selves to their work roles; 
Three psychological conditions: 
meaningfulness; safety; and 
availability.  
Answer “yes” to all 12 questions on 
Gallup’s questionnaire 
Stage 2  
(2000- 2005) 
 
 
 
 
 
Maslach et al., 
(2001) 
 
Luthans and 
Peterson (2002) 
Harter, Schmidt 
and Hayes 
(2002) 
 
Schaufeli, 
Salanova, 
Gonzalez-Roma 
and Bakker 
(2002:74) and, 
Schaufeli and 
Bakker 
(Schaufeli & 
Bakker, 2004) 
May et al. 
(2004) 
 
 
Hewitt 
Associates 
(Hewitt 
Associates, 
2004) 
Job burnout/ job 
engagement  
 
 
 
 
Employee 
engagement 
Employee 
engagement  
 
Job 
engagement  
 
 
 
 
 
 
Work and 
employee 
engagement 
Employee 
engagement 
“[…] engagement is characterized by 
energy, involvement, and efficacy – 
the direct opposites of the three 
burnout dimensions” (exhaustion, 
cynicism and ineffectiveness)  
Use Kahn’s (1990) definition 
 
Kahn’s (1990) conceptualisation 
alongside the Gallup Workplace Audit 
approach  
“[…] a positive, fulfilling, work-related 
state of mind that is characterized by 
vigor, dedication, and absorption”  
 
 
 
 
Empirically test Kahn’s (1990) 
conception 
 
“[…] the state in which individuals are 
emotionally and intellectually 
committed to the organisation”  
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Table 5.2 (continued):   Evolution of employee engagement 
Source: Adapted from Welch (2011:330) 
Based on the summary elucidated by Table 5.2, employee engagement can be 
interpreted as cognitive, emotional and physical role performances 
characterised by absorption, dedication and vigour, and is dependent upon the 
psychological conditions of meaningfulness, safety and availability (Welch, 
2011:335). 
5.5 UNDERLYING THEORIES OF EMPLOYEE ENGAGEMENT 
It is important to understand the underlying theory of a research construct, as 
this provides an integrative framework to interpret the relationships between 
some of the concepts and variables found in the literature pertaining to it 
(Zigarmi, Nimon, Houson, Witt & Diehl, 2009:312).  Employee engagement is 
Evolutionary 
stage 
Indicative 
publications 
Engagement 
concepts 
Example definitions 
Stage 3   
(2006-2010) 
 
 
 
 
Saks (2006) 
 
 
 
 
Robinson et al. 
(2004) 
 
 
 
 
Truss et al. 
(2006) 
 
 
Fleming and 
Asplund (2007) 
 
 
Macey and 
Schneider 
(2008b) 
 
Schaufeli and 
Bakker (2010) 
 
 
 
Albrecht (2010) 
Employee 
engagement  
Job and  
Organisation 
engagement 
Employee 
engagement  
 
 
 
 
Employee 
engagement 
 
Employment 
engagement  
 
 
Employee 
engagement  
 
Work 
engagement  
 
 
 
Employee 
engagement 
Uses Kahn’s (1990) definition and 
develops the construct to include job 
engagement and organisation 
engagement 
 
“[…] a positive attitude held by the 
employee towards the organisation 
and its values”. 
Engagement is a two-way relationship 
between employer and employee 
Use Kahn’s (1990) definition, broadly 
as operationalised by May et al. 
(2004) 
“The ability to capture the heads, 
hearts, and souls of your employees 
to instil an intrinsic desire and passion 
for excellence”   
“[…] a complex nomological network 
encompassing trait, state, and 
behavioural constructs”  
 “[…] work engagement is the 
psychological state that accompanies 
the behavioural investment of 
personal energy”. Work engagement 
is the mediating variable in job 
demands and resources model  
“[…] employee engagement is a 
positive work-related psychological 
state characterised by a genuine 
willingness to contribute to 
organisational success” 
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anchored in various theories, including: social exchange theory, social cognitive 
theory, and self-determination theory.  
5.5.1 Social Exchange Theory 
Social exchange theory (SET) is considered to be one of the most influential 
conceptual paradigms for understanding workplace behaviour (Cropanzano, 
2005:874). SET holds that social exchange involves a series of interactions 
between parties that are in a state of reciprocal interdependence, and these 
interactions ultimately generate reciprocal obligations (Cropanzano, 2005:875; 
Saks, 2006:603). Stated differently, individuals view relationships as an 
exchange of tangible and intangible resources, reciprocating the support and 
assistance received from others (Banihani et al., 2013:403). Engagement forms 
part of SET, based on this reciprocal relationship. There is reciprocal 
interdependence between the organisation (employer) that provides economic 
benefits of income, and the individuals in the organisation (employees) who get 
the work required by the employer done. Accordingly, Robinson, Perryman and 
Hayday (2004) describe engagement as a two-way relationship between 
employer and employee.  
Saks (2006:603) explains that employees repay the organisation through their 
level or degree of engagement. This means that employees will opt to engage 
themselves to varying degrees, and in response to the resources received from 
the organisation. Employees bring different levels of themselves to their work 
role, based on the organisation’s actions and resources. An example is 
organisations offering economic or emotional resources to employees, and 
employees feeling obligated to repay the organisations by employing their full 
selves into the work role (being engaged). A further example of social exchange 
is provided by Schaufeli and Bakker (2004) who states that engaged employees 
prefer to stay in the organisation (low intention to quit) in response to receiving 
job resources in the form of opportunities for learning, growth and development 
from the organisation. These examples and the reviewed literature firmly anchor 
employee engagement in social exchange theory.  
5.5.2 Social Cognitive Theory 
Zigarmi et al. (2009:312) state that employee engagement is fundamentally 
based on human perceptions and, therefore, the general perspective can be 
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found in social cognitive theory. Social cognitive theory holds that human 
behaviour is agentic in nature, which means that people can exercise influence 
over what they do and what they experience (Bandura, 2001:4). The nature of 
these experiences is dependent on the types of physical and social 
environments people select and construct. Human behaviour results from 
various interacting factors based on individuals’ understanding of what is within 
their power to do, and their beliefs about personal capabilities. Based on these, 
people attempt to generate courses of action to suit given purposes (Bandura, 
1997). Schaufeli and Salanova (2007:151) state that self-efficacy is positively 
related to work engagement based on social cognitive theory. The profound 
impact of self-efficacy is that the concept forms an upward spiral effect: self-
efficacy drives engagement, which, in turn, increases efficacy beliefs.   
5.5.3 Self-determination theory 
Employee engagement is also based on self-determination theory (SDT) 
through the underlying mechanisms of psychological needs-satisfaction (Van 
den Broeck, Vansteenkiste, De Witte & Lens, 2008:277; Schaufeli, 2015:446). 
SDT holds that people are motivated when their essential psychological needs 
for autonomy, competence, and relatedness are satisfied (Deci & Ryan, 
2000:227). The need for autonomy is defined as the desire to experience 
ownership of personal behaviour with a sense of willpower. The need for 
relatedness is satisfied through having close and intimate relationships, and to 
achieve a sense of belongingness and communion. The need for competence 
represents the individual’s desire to feel capable of mastering the environment, 
to bring about desired outcomes, and to manage various challenges.  
The human drive to satisfy the needs of autonomy, relatedness and 
competence explain the association between job resources and engagement 
(Van den Broeck et al., 2008:281). This satisfaction of basic psychological 
needs has been found to partially explain how job demands lead to exhaustion, 
and how job resources lead to vigour which is a key characteristic of 
engagement. This implies that job resources are conducive for need 
satisfaction, which, in turn, fosters work engagement (Schaufeli, 2015:448). 
Furthermore, needs-satisfaction fully accounts for the relationship between job 
resources and exhaustion, where exhaustion is a negative outcome of 
engagement.  
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SDT also explains the role of leadership in satisfying psychological needs. 
Leaders who are perceived to be inspiring, strengthening, and able to build 
relationships between employees, fulfil basic psychological needs that increase 
employee engagement. Schaufeli (2015:444) explains that this occurs through 
job demands and resources that mediate the relationship between leadership 
and burnout.  
5.6 OVERVIEW OF DIFFERENT ENGAGEMENT PERSPECTIVES  
Shimazu and Schaufeli (2008:189) state that the broad exploration of 
engagement constructs over the past decades have failed to bring consensus to 
its meaning. These differing perspectives and definitions create ambiguity in 
terms of what is meant by the term ‘engagement’, what drives engagement, and 
what the organisational outcomes are. Zigarmi (2009:305) states that the 
popularity of engagement in practice, and the quest to understand it better in 
academia, has led to differing perspectives on the concept.  
Simpson (2009:1013) identified four perspectives of engagement: personal 
engagement, burnout/engagement, work engagement, and employee 
engagement. Du Plooy and Roodt (2010:2) identified an additional two 
perspectives of engagement:  job engagement and organisation engagement, 
as conceptualised by Saks (2006). Given the synonymy between job 
engagement and work engagement, the number of perspectives can be 
reduced to a total of five perspectives. The five perspectives of engagement are 
summarised in Table 5.3, below, to provide an overview of engagement, as well 
as a brief definition and measurement method for each specific approach.   
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Table 5.3: Five perspectives of engagement 
Construct Definition Measure 
Personal 
engagement 
Employing or expressing of the self 
physically, cognitively, and emotionally 
during work role performances. Engaged 
employees are physically involved, 
cognitively vigilant, and emotionally 
connected (Kahn, 1990). 
Untitled qualitative 
instrument. 14 item tool 
developed by May et al. 
(2004) 
Burnout/ 
engagement 
Burnout is defined as a psychological 
syndrome characterised by exhaustion, 
cynicism, and inefficacy. Engagement is 
understood to be the direct opposite of 
burnout, but at opposite ends of a 
continuum (Leiter & Maslach, 2004) 
Maslach Burnout 
Inventory (MBI) Scale  
Work engagement Work engagement refers to a positive, 
fulfilling, work-related state of mind that is 
characterised by vigour, dedication, and 
absorption (Schaufeli et al., 2002). 
Utrecht Work 
Engagement Scale 
(UWES) 
Multi-dimensional 
approach 
Employee engagement is “a distinct and 
unique construct consisting of cognitive, 
emotional, and behavioural components 
that are associated with individual role 
performance” (Saks, 2006:602). 
Two six-item scales 
developed to measure 
job and organisational 
engagement 
Employee 
engagement 
Employee engagement refers to the 
“individual’s involvement and satisfaction as 
well as enthusiasm for work” (Harter et al., 
2003). 
Gallup Workplace Audit 
(GWA) or Q12 
Source: Adapted from Simpson (2009:1018) and Saks (2006:602) 
The perspectives (or constructs) of engagement, as listed in Table 5.3, reveal 
how differently the concept is conceptualised and measured in academic 
literature and practice. Macey and Schneider (2008b) attempt to alleviate this 
conceptual confusion by proposing employee engagement as an all-inclusive 
umbrella term that contains different types of engagement, that is, trait 
engagement, state engagement, and behavioural engagement. The author 
maintains that each type of engagement entails various conceptualisations; for 
example, proactive personality (trait engagement), involvement (state 
engagement), and organisational citizenship behaviour (behavioural 
engagement).  
In stark contrast, Shimazu and Schaufeli (2008:189) advocate for the use of 
work engagement as a specific, well-defined, and accurately operationalised 
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psychological state that is open to empirical research and practical application. 
These disagreements clearly indicate that an exploration of the different 
perspectives are necessary before a decision can be made to focus on any one 
perspective. The following section is a brief overview of the four perspectives 
identified by Simpson (2009:1013).     
5.6.1 Personal engagement 
Kahn (1990:693) notes that organisational behaviour concepts that focus on 
person-role relationships emphasise the generalised states that employees 
occupy. These include that people are, to some degree, job involved, committed 
to organisations, or alienated at work in the form of self-estrangement. Based 
on these conceptions, Kahn (1990:694) developed the terms of personal 
engagement and personal disengagement. The author defines personal 
engagement as: “the harnessing of organisation members' selves to their work 
roles; in engagement, people employ and express themselves physically, 
cognitively, and emotionally”. Personal disengagement is defined as: “the 
uncoupling of the person from work roles; in disengagement, people withdraw 
and defend themselves physically, cognitively, or emotionally during role 
performances”. 
Kahn (1990:700) suggests that three psychological conditions serve as 
determinants of personal engagement: psychological meaningfulness, 
psychological safety, and psychological availability. Kahn asserts that people 
ask themselves three fundamental questions in each role situation:  
• How meaningful is it for me to bring myself into this performance?  
• How safe is it to do so?  
• How available am I to do so?  
According to Kahn (1990), these three psychological conditions affect 
employees’ engagement. Isaksen (2000:84) found that even in cases where 
work was considered mundane and repetitive, employees would still prefer to 
be at work if work is perceived to be significantly meaningful. The result remains 
the same, even when employees are offered the opportunity to earn a salary 
while remaining at home.  
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5.6.2 Burnout/Engagement 
In the evolution of the engagement concept, an important contribution comes 
from the literature on burnout, which considers employee engagement as the 
direct opposite of burnout (Jose & Mampilly, 2014:95). Burnout is defined as a 
psychological syndrome characterised by exhaustion, cynicism and inefficacy, 
which is experienced in response to chronic job stressors (Leiter & Maslach, 
2004). Maslach et al. (2001) identified that engagement is characterised by 
energy, involvement and efficacy. These constructs are considered direct 
opposites of the three burnout dimensions: exhaustion, cynicism and 
ineffectiveness. This conceptualisation led Maslach and Leiter (1997) to 
develop the Maslach burnout inventory (MBI) to measure both burnout and 
engagement in one instrument. Engagement is measured by scoring it in the 
opposite direction to the three burnout dimensions (Simpson, 2009:1019).  
Schaufeli et al. (2002), however, argued that burnout and engagement are 
distinct concepts, and should be measured independently.  
Schaufeli et al. (2002) acknowledge that engagement and burnout are 
experienced as opposite psychological states, but suggest that an employee 
who experiences low burnout may not necessarily experience high 
engagement. Equally, an employee who is highly engaged may not necessarily 
experience low burnout. It is through the conceptualisation of these constructs 
as unique and independent of each other, that Schaufeli et al. (2002) defined 
and subsequently operationalised work engagement as a distinct construct to 
burnout (Simpson, 2009:1019). 
5.6.3 Work engagement 
Schaufeli (2013a:6) notes that an overwhelming number of academic research 
utilises the Utrecht Work Engagement Scale (UWES), which is based on the 
work engagement dimensions of vigour, dedication and absorption. Vigour is 
defined as high levels of energy and mental resilience while working, 
accompanied by the willingness to invest effort in one’s work, and persistence 
even in the face of difficulties. Dedication is defined as being strongly involved 
in one’s work, and experiencing a sense of significance, enthusiasm, 
inspiration, pride, and challenge. Absorption is defined as being fully 
concentrated and happily engrossed in one’s work, whereby time passes 
quickly and one has difficulties with detaching oneself from work. Work 
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engagement is determined by job resources and personal resources, as 
demonstrated by Figure 5.1.  
The perspectives depicted in Figure 5.1 have been cited by a host of academic 
studies in various iterations on work engagement, and have used the Job-
Demands Resources (JD-R) model as an explanatory framework (Schaufeli & 
Bakker, 2004; Bakker & Leiter, 2010; Rongen, Robroek, Schaufeli & Burdorf, 
2014; Schaufeli, 2015). Rothmann and Rothmann Jr (2010:4) explicate that this 
conceptualisation of engagement focusses on how employees experience the 
workplace. These scholars maintain that engagement is the antithesis of 
burnout; they use the JD-R model, since it conceptualises burnout and 
engagement as two separate constructs that are integrated in an overarching 
conceptual model. 
 
Figure 5.1: Work engagement and its antecedents and outcomes 
Source: Schaufeli (2013a:35) 
As illustrated in Figure 5.1, job resources such as social support from 
colleagues and supervisors, performance feedback, skill variety, autonomy, and 
learning opportunities are positively associated with work engagement 
(Shimazu & Schaufeli, 2008:191). Job resources refer to those physical, social, 
or organisational aspects of the job that may reduce job demands and the 
associated physiological and psychological costs; they should be functional in 
achieving work goals, or stimulate personal growth, learning, and development 
(Schaufeli & Bakker, 2004; Bakker & Demerouti, 2007). Job resources either 
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play an intrinsic motivational role, as they foster employees’ growth, learning, 
and development, or an extrinsic motivational role because they are 
instrumental in achieving work goals. Results showed that, of the six areas of 
work life (Maslach & Leiter, 1997), job control, rewards and recognition, and 
value fit were significant predictors of all three engagement measures. 
Resources may be located at the organisational level (for example, salary, 
career opportunities and job security), interpersonal and social relations level 
(for example, supervisor support, co-worker support and team climate), the 
organisation of work (for example, role clarity and participation in decision 
making), and at the task level (for example, performance feedback, skill variety, 
task significance, task identity and autonomy) (Rothmann & Rothmann Jr, 
2010:4). This implies that job resources become more salient and gain their 
motivational potential when employees are confronted with high job demands 
(Shimazu & Schaufeli, 2008:191).  
Job demands represent those characteristics of the job that potentially induce 
strain, in cases where these elements of the job exceed the employee’s 
adaptive capability (Bakker, Demerouti & Schaufeli, 2003:395). In more specific 
terms, it refers to the physical, psychological, social or organisational aspects of 
the job that require sustained physical effort and/or psychological effort. These 
demands are associated with certain physiological and/or psychological costs, 
for example, work pressure, role overload and emotional demands (Rothmann 
& Rothmann Jr, 2010:4).  
5.6.4 Multi-dimensional approach 
Saks (2006:600) set out to test a model of the antecedents and consequences 
of job and organisation engagement, based on social exchange theory. The 
author found a significant difference between job and organisation 
engagements and determined that perceived organisational support predicts 
both job and organisation engagement; job characteristics predict job 
engagement; and procedural justice predicts organisation engagement. In 
addition, Saks (2006) found that job and organisation engagement mediated the 
relationships between the antecedents and job satisfaction, organisational 
commitment, intentions to quit, and organisational citizenship behaviour.  
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Schaufeli (2013a:7) regards Saks’ (2006) multi-dimensional approach as 
innovative, as it is the only model that distinguishes between job engagement 
(performing the work role) and organisational engagement (performing the role 
as a member of the organisation). Despite its innate appeal, the multi-
dimensional approach appears not to have been explored much further by 
scholars (Schaufeli, 2013a:7). In subsequent publications by Saks, the author 
appears to utilise Kahn’s (1990) perspective of engagement (Gruman & Saks, 
2011:133). 
5.6.5 Employee engagement 
The final perspective of engagement is widely referred to as employee 
engagement. Harter et al. (2002, 2003), as researchers of the Gallup 
organisation, completed meta-analyses that included almost 8 000 business 
units from 36 organisations worldwide. The model developed by these authors 
shows some agreement with Kahn’s (1990) work, and leans on his definition of 
personal engagement. Harter et al. (2002:269) state that employee engagement 
transpires when individuals are emotionally connected to others, and cognitively 
vigilant. Engagement is understood to be “the individual’s involvement and 
satisfaction as well as enthusiasm for work”.  
The following four determinants of engagement are included in the model 
developed by Harter et al. (2003): 
• clarity of expectations and basic materials and equipment being provided,  
• feelings of contribution to the organisation,  
• feeling a sense of belonging to something beyond oneself, and  
• feeling as though there are opportunities to discuss progress and growth.  
The measurement of employee engagement centres around these determining 
concepts, and is assessed by the Gallup Workplace Audit (GWA). The GWA 
consists of 12 items (also referred to as Q12) that measure employee 
perceptions of work characteristics (Harter et al., 2002). The authors found that 
the 12 items explain a large portion of the variance in “overall job satisfaction” 
and are determinants of personal job satisfaction and other affective constructs. 
5.6.6 Summary of engagement perspectives 
An exhaustive theoretical overview of the different perspectives of engagement 
is beyond the scope of this study. What appears to be important to any study of 
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engagement, in terms of prescribing to any one particular perspective, rests on 
the specific outcomes that the researcher wishes to achieve. Macey and 
Schneider (2008b) state that the approaches vary based on purpose and 
outcomes. Shuck (2011:17) concurs that no research has suggested that any 
one perspective is academically superior to another. The author suggests that, 
similar to choosing a research method, researchers should first establish what 
answer is sought, then select the most appropriate engagement perspective 
and associated measuring instrument to pursue. Following a similar line of 
thought, Macey and Schneider (2008a:6) explain that any, or all, of the different 
conceptualisations of engagement can be useful for specific reasons.  
Schaufeli (2013a:7) clarifies that the different perspectives each emphasise a 
different aspect of engagement, as it relates to its: 
• relation with role performance;  
• positive nature in terms of employee well-being as opposed to burnout;  
• relation with resourceful jobs; and  
• relation with both the job and the organisation. 
The usability of the employee engagement perspective and its actionable 
outcomes, such as improved retention, commitment and productivity, with a 
focus on accumulating data to inform practice (Macey & Schneider, 2008b), 
make it particularly suitable for this study. Furthermore, employee engagement 
takes special cognisance of the impact of leadership on engagement, as well as 
the associated organisational performance outcomes of engagement. The work 
engagement perspective appears to focus narrowly on how employees 
experience the workplace, and does not explicitly include the leader’s role in 
creating a positive experience. In contrast, the measurement of employee 
engagement typically reflects on issues that can be influenced by the manager 
or supervisor (Harter et al., 2003:4). Therefore, the most appropriate 
engagement perspective for this study is employee engagement as 
conceptualised by Harter et al. (2003). The determinants of work engagement 
(job demands and resources) will be included in this study to ensure that the 
employee engagement construct is described as comprehensively as possible. 
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5.7 DIFFERENTIATING ENGAGEMENT FROM ADJACENT 
ORGANISATIONAL BEHAVIOUR CONSTRUCTS 
A theme evident in the literature on engagement is the concern that employee 
engagement might not be a distinct construct, but simply a new label attached 
to an older concept such as organisational commitment, repackaged as 
employee engagement (Welch, 2011:336). Several authors have challenged 
this potential ambiguity, which is further exacerbated by the different names 
given to engagement, such as: personal engagement, job engagement, work 
engagement or employee engagement (Kahn, 1990; Saks, 2006; Macey & 
Schneider, 2008a).    
Werner (2011:74) notes that most of the research on organisational behaviour 
centers around four employee attitudes: job satisfaction, job involvement, 
organisational commitment, and occupational commitment. Scholars studying 
engagement frequently confuse these work-related attitudes with engagement, 
by building elements of it into the engagement construct (Iddagoda, Opatha & 
Gunawardana, 2016:85). It is, therefore, critically important to differentiate 
employee engagement from similar constructs, as engagement is often 
inaccurately conceptualised, resulting in inaccurate operationalisation and 
measurement (Macey & Schneider, 2008a:26).  
To emphasise the uniqueness of engagement also defends the construct 
against critique that it is merely “old wine in new bottles”, meaning that it is a 
dated concept repackaged to appear fresh and new (Schaufeli, 2013a:9). 
Therefore, when relatively new concepts like engagement are introduced, they 
should be subjected to rigorous validation processes so as to avoid the 
duplication of existing constructs (Hallberg & Schaufeli, 2006:119). In the 
operational sense, the measures of engagement are frequently erroneously 
constructed from a wide array of items representing one or more of four work-
related attitudes: job satisfaction, organisational commitment, psychological 
empowerment and job involvement (Macey & Schneider, 2008b:7). This 
phenomenon typically presents itself in practice when measures of conditions 
for engagement are labelled as measures of engagement (Buckingham & 
Coffman, 1999).  
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Marais and Hofmeyr (2013:11) explain that while an overlap exists between the 
topics of employee commitment, motivation and satisfaction, it can be 
differentiated in the sense that employee engagement is a two-way relationship 
between the employee and the organisation. This relationship can be seen as 
the organisation working to engage the employee, and the employee choosing 
the level of engagement offered to the employer. Cascio (2012:58) agrees that 
these work-related attitudes are similar in meaning, but important aspects 
differentiate the constructs.  
5.7.1 Differentiation from job satisfaction 
Job satisfaction is defined as “a person’s general attitude towards his or her job” 
(Werner, 2011:74). Several measures used as indicators of employee opinions 
have been re-categorised as determinants of employee engagement. Macey 
and Schneider (2008a:26) maintain that this is especially the case with 
measures of job satisfaction, but these measures reflect perceptions of work 
conditions and not engagement. Cascio (2012:58) similarly notes the 
relatedness of job satisfaction to employee engagement, but points out that the 
constructs are far from identical. The author cites job satisfaction as an 
outcome, while engagement implies activation associated with feelings of 
energy, enthusiasm, and a positive affective state. Schaufeli (2013a:10) 
concurs, stating that engagement is characterised by an energetic drive, 
whereas job-related attitudes, like job satisfaction, are characterised by feelings 
of satiation as indicated by Figure 5.2, further below.  
Macey and Schneider (2008a:7) criticised the GWA instrument, developed by 
Harter et al. (2002), in which the items used to define engagement are 
descriptive of the conditions under which people work. The results from the 
survey data were utilised to infer that, where these conditions are present, it 
indicates that employees are engaged. The state of engagement itself, 
however, was not explicitly assessed. Macey and Schneider (2008a:7) argue 
that work engagement is different from job satisfaction in that it combines high 
work pleasure (dedication) with high activation (vigour, absorption), whereas job 
satisfaction is typically a more passive form of employee well-being.  
Figure 5.2, further below, demonstrates the classification of different types of 
work-related states of well-being, ranging from boredom and burnout, to being 
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engaged, and from being satisfied at work to being a workaholic. Schaufeli 
(2013a:10) maintains that while engagement relates to work-related attitudes 
like satisfaction, involvement, and commitment, it appears to be a distinct 
concept strongly related to high activation and performance.  
Figure 5.2: Distinguishing engagement from job satisfaction 
Source: Schaufeli (2013a:36) 
5.7.2 Differentiation from organisational commitment 
Organisational commitment is defined as “the degree to which a person 
identifies with a specific organisation and its goals, and wishes to maintain 
membership of the organisation (Werner, 2011:74). Engagement is not an 
attitude; rather, it is the degree to which an individual is attentive to and 
absorbed in the performance of their roles. Saks (2006:602) states that 
organisational commitment differs from employee engagement, because 
organisational commitment is about employees’ attitudes and attachment to the 
organisation. Macey and Schneider (2008) pronounce that commitment might 
be an element of employee engagement, but does not adequately describe 
employee engagement. 
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Hallberg and Schaufeli (2006:124) successfully established that engagement is 
empirically different from organisational commitment through applying 
discriminant validity in a study of these two constructs. The study further 
deduced that organisational commitment is conceptually closer to engagement 
than job involvement.  
5.7.3 Differentiation from job involvement 
Werner (2011:74) defines job involvement as “the extent to which a person 
identifies psychologically with his or her job, and considers his or her 
performance as a reflection of self-worth”. According to May et al. (2004:12), job 
involvement is the result of a cognitive judgment about the need-satisfying 
abilities of the job and is tied to one’s self-image. Conversely, engagement 
involves how individuals apply themselves in the performance of the job. 
Moreover, engagement entails the active use of emotions and behaviours in 
addition to cognitions. May et al. (2004:12) further suggest that “engagement 
may be thought of as an antecedent to job involvement, in that individuals who 
experience deep engagement in their roles should come to identify with their 
jobs”.  
5.7.4 Differentiation from psychological empowerment 
Interest in psychological empowerment and employee engagement has 
increased substantially in recent years, among both practitioners and scholars 
(Jose & Mampilly, 2014:93). Psychological empowerment is defined as “a 
motivational construct consisting of four cognitions that reveal an energetic 
rather than a lifeless orientation to a work role” (Spreitzer, 1995). Psychological 
empowerment further refers to how an individual experiences intrinsic 
motivation that is based on cognitions about him- or herself in relation to his or 
her work role. The relatedness of empowerment to engagement stems from the 
notion that engaged employees have a sense of energetic and effective 
connection with their work activities, and see themselves as effectively capable 
to cope with job demands (Schaufeli, Salanova, Bakker & Gonzales-Roma, 
2002).  Jose and Mampilly (2014:93) note that the two constructs have emerged 
independent of each other, with little regard to the associated relationships.  
To add to the similarity of the constructs, the four determinants of psychological 
empowerment – meaning, competence, self-determination and impact 
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(Spreitzer, 1995) – may also be regarded as psychological determinants of 
employee engagement (Stander & Rothmann, 2010:2). Empirical studies, 
however, found that psychological empowerment is a mediator between 
empowering managerial practices and engagement (Stander & Rothmann, 
2010:6; Nel, Stander & Latif, 2015:9). Through correlations Figure 5.3, below, 
illustrates that psychological empowerment predicts employee engagement.  
Figure 5.3: The relationship between psychological empowerment and 
employee engagement 
Source: Adapted from Stander and Rothmann (2010:6)  
Based on the findings illustrated in Figure 5.3, Stander and Rothmann (2010:7) 
concluded that psychological empowerment contributes strongly to employee 
engagement; they advise that organisations implement interventions to increase 
the psychological empowerment of employees. What appears to be a gap in 
studies of empowerment and engagement is the discriminant distinction 
between the two constructs. By deduction, it can be concluded that if 
psychological empowerment predicts employee engagement, it is essentially 
conceptually different from engagement. 
The preceding sections clearly indicate the relatedness of engagement to job-
related attitudes such as satisfaction, involvement, commitment and 
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empowerment. The question that remains is: do these concepts overlap with 
engagement to such an extent that it could be considered identical? Based on 
empirical studies, Schaufeli (2013a) asserts that engagement is an authentic 
and unique psychological state experienced in the workplace. Similarly, Saks 
(2006:602) concluded that engagement is “a distinct and unique construct that 
consists of cognitive, emotional, and behavioural components that are 
associated with individual role performance”.  
5.8 THE DETERMINANTS OF EMPLOYEE ENGAGEMENT 
Understanding the organisational determinants of work engagement has 
become a key concern to business leaders, human resource managers, and 
academic researchers (Swanberg, McKechnie, Ojha & James, 2011:613). 
Simpson (2009:1021) emphasises that it is important to distinguish between 
engagement’s defining characteristics and the determining factors that precede 
the construct (i.e. its antecedents). Based on this, the author advocates for the 
use of work engagement, as its measurement is consistent with its defining 
characteristics. The result is that the determinants and outcomes of 
engagement can be evaluated separately.  
Research regarding the determinants of employee engagement has primarily 
been approached from two perspectives (Rothmann & Welsh, 2013:14). These 
approaches extend from studying the work activities as an orientation for 
engagement evaluating job demands and resources (JD-R) (Schaufeli & 
Bakker, 2004), and by exploring engagement as an extension of the self 
(personal engagement) (Kahn, 1990). In the following sections, the theoretical 
overview of the determinants of engagement will be structured accordingly.  
5.8.1 Personal engagement determinants 
The personal engagement approach is the assertion that employees’ 
perceptions of work contexts, coupled with personal characteristics, create 
psychological conditions that directly influence their willingness to personally 
engage in work roles (Rich, Lepine & Crawford, 2010:620). These psychological 
conditions are derived from the individual asking him/herself three questions 
before deciding to personally engage: (a) “how meaningful is it for me to bring 
myself into this performance?” (psychological meaningfulness), (b) “how safe is 
it to do so?” (psychological safety), and (c) “how available am I to do so?” 
 170 
  
(psychological availability). The answers obtained from asking these three 
questions determine engagement, and to what degree engagement will occur.  
(a) Psychological meaningfulness 
Kahn (1990:703) defines psychological meaningfulness as “a feeling of 
receiving a return on investments of one's self in a currency of physical, 
cognitive, or emotional energy”. Meaningfulness is further characterised by 
feeling worthwhile, useful and valuable, and believing that personal 
contributions are making a difference (Olivier & Rothmann, 2007:50).  
The origins of psychological meaningfulness stems from the notion that, in pre-
industrial societies, work was performed in the same community where people 
lived. The detachment of people from the community came about through 
industrialisation, which separated the workplace from the rest of community 
(Chalofsky & Krishna, 2009:192). The result is that work lost its original sense of 
meaning as an integral aspect of the community. Motivational theorists 
hypothesised that this separation gave rise to motivational issues, as the lack of 
meaning meant that individuals did not perform to their optimal capacity 
(Chalofsky & Krishna, 2009:192).   
As an example, nursing managers who were removed from the clinical setting 
due to organisational restructuring reported to have less meaning in their work, 
which resulted in disengagement (Beukes & Botha, 2013:3). A further example 
is that employee engagement was found to have been directly impacted upon, a 
study by Namibian mine workers who resided in towns distant from the 
workplace (Rothmann & Baumann, 2014:515).  
Meaningfulness is further defined as the value of a work goal or purpose, 
judged in relation to an individual’s own ideals or standards (Thomas & 
Velthouse, 1990). A high level of meaning implies that the employees feel that 
work and job activities are meaningful and important (Jose & Mampilly, 
2014:100). The importance of meaningfulness in the workplace has led 
researchers to explore its relationship with employee engagement. Anitha 
(2014:311) notes that when employees’ work is considered important and 
meaningful, it leads to personal interest and engagement. Meaning in the 
workplace is seen as a means to cultivate employees’ motivation and 
attachment to work, thus resulting in engagement (May et al., 2004). Employees 
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who enter the workplace are in search of meaning in their work, thus giving rise 
to the importance of meaningful work in the modern organisation (Geldenhuys, 
Laba & Venter, 2014:8). With employees seeking to find meaning in daily work 
activities, organisations should explore ways in which employees satisfy this 
desire to the benefit of both the individual and the organisation.  
Geldenhuys, Laba and Venter (2014:1) explicate that meaningful work can yield 
benefits for organisations and lead to positive work outcomes such as satisfied, 
engaged and committed employees, individual and organisational fulfilment, 
productivity, retention and loyalty. The authors found that psychological 
meaningfulness is a determinant of work engagement, and that work 
engagement, in turn, predicts organisational commitment.  
In a study by Olivier and Rothmann (2007:55), it was found that work-role fit 
was positively linked to psychological meaningfulness, which mediates its effect 
on work engagement. The study concluded that meaningfulness is a strong 
predictor of employee engagement. Work-role fit, as the antecedent of 
meaningfulness, is defined as the alignment between an individual’s self-
concept and work role. This leads to an experienced sense of meaning, due to 
the ability of the individual to express his/her values and beliefs (Strümpfer, 
2003:71; May et al., 2004:15)  
Khan’s (1990:704) empirical study uncovered three factors that influence 
meaningfulness: task characteristics, role characteristics, and work interactions.  
• Task characteristics 
Managers should be mindful of task characteristics, when assigning employees 
to tasks and jobs (Gruman & Saks, 2011:130). Tasks that are perceived as 
demanding, clearly defined, varied, creative and, to some degree, self-directed, 
are experienced as meaningful. Meaningful tasks require a combination of new 
and existing (routine) skills that allow people to experience a sense of both 
competence (from the routine) and growth and learning (from the new). Work 
environments that provide interesting, meaningful, and challenging tasks, 
coupled with employees who seek such tasks, experience what is referred to as 
“manageable difficulties” (Harter et al., 2003:1). This results in employees 
experiencing an optimal psychological state.  
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• Role characteristics 
Role characteristics consists of a role identity component and a role status 
component. Job roles are associated with identities that employees are 
implicitly required to assume. People either like or dislike these identities based 
on how well the roles fit their self-perceptions or their perceptions of others. The 
close proximity between an individual’s self-concept and his or her work role 
induces psychological meaningfulness, since the person is able to express his 
or her beliefs, values and principles openly. This phenomenon is defined as 
work-role fit (May et al., 2004). 
Research suggests that employees will seek out work roles that allow authentic 
self-expression (Olivier & Rothmann, 2007). Given the importance of work-role 
fit, researchers set out to empirically investigate the conceptual relationship 
between work-role fit, meaningfulness and engagement, as illustrated by Figure 
5.4 below.    
Figure 5.4: Impact of work-role fit on engagement 
 
Source: Van Zyl, Deacon and Rothmann (2010:3) 
Van Zyl et al. (2010a:3) found that work-role fit predicts psychological 
meaningfulness and work engagement. The authors recommend that 
organisations cultivate a calling orientation (that is, a feeling that performing the 
work-role is the reason for existence on earth) during recruitment, selection and 
orientation of employees. Likewise, Diedericks and Rothmann (2013:230) 
investigated the relationship between work-role fit, the availability of personal 
resources, supervisor relations, work engagement, job satisfaction and the 
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flourishing of IT professionals. The study revealed that work-role fit and 
personal resources had the strongest effect on work engagement and 
flourishing. 
Employees further derive meaningfulness through gaining a desired higher 
order status, influence or perceived power (Van Zyl, Deacon & Rothmann, 
2010:2). This comes about when employees perceive that they exert influence, 
and that valuable positions are occupied in the organisation.  
• Work interactions 
The third driver of meaningfulness identified by Kahn (1990) is work 
interactions. Meaningfulness results when task performances include rewarding 
interpersonal interactions between co-workers and customers. Meaningful 
interactions promote dignity, self-appreciation, and a sense of worthwhileness, 
thus enabling relationships in which people want to give to and receive from 
others. Civility in work interactions is the equivalent of rewarding interpersonal 
interactions that drive meaningfulness. Civility is a demonstration of an 
awareness of the need to treat others respectfully (Reio & Sanders-Reio, 
2011:4). Civility is, thus, behaviour that preserves mutual respect at work and is 
vital to developing trust, empathy and positive interpersonal relationships.  
May (2004) established that supportive co-worker relations determined 
psychological meaningfulness and employee engagement. In addition, 
psychological meaningfulness is derived from satisfying relations with co-
workers, which create camaraderie and a sense of belonging. Employees need 
to perceive mutual respect from supervisors and co-workers if trust, empathy 
and positive interpersonal relationships are to develop. Such positive workplace 
conditions are important in promoting optimal worker engagement (Reio & 
Sanders-Reio, 2011:4).  
(b) Psychological safety 
Psychological safety is defined as “feeling able to show and employ oneself 
without fear of negative consequences to self-image, status, or career” (Kahn, 
1990:708). Psychological safety involves the employees’ perception of how safe 
it is to bring the self to a role performance, without fear of damage to self-image, 
status or career. It is associated with reliable, predictable social environments 
that have clear boundaries of acceptable conduct in which people feel safe to 
risk self-expression (Gruman & Saks, 2011:126). It is hypothesised that 
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psychological safety leads to engagement, because it reflects the belief that a 
person can employ him or herself without fear of negative consequences. 
Rewarding co-worker relations can, therefore, create an experience of 
belonging and care which can lead to feeling psychologically safer at work 
(Olivier & Rothmann, 2007:50). Kahn (1990:708) established that four factors 
most directly influenced psychological safety: interpersonal relationships, group 
and intergroup dynamics, management style and process, and organisational 
norms. 
• Interpersonal relationships 
Interpersonal relationships promote psychological safety when such 
relationships are perceived to be supportive and trusting (Kahn, 1990:708). 
Such relationships allow people to venture, and at times fail, without fearing the 
consequences. Supportive and trusting supervisory and co-worker relations, as 
well as flexibility in behavioural norms, lead to feelings of psychological safety 
(May et al., 2004). Individuals with rewarding interpersonal interactions, as well 
as the presence of co-worker interactions that foster a sense of belonging and 
stronger sense of social identity should experience increased psychological 
safety (Kahn, 1990:708). Reio and Sanders-Reio (2011:4) concur, through 
empirical findings, that co-workers’ and supervisors’ civil interpersonal 
interactions are a strong antecedent of psychological safety engagement, as 
demonstrated by Figure 5.5 below.  
Figure 5.5: Civility as an antecedent of psychological safety engagement 
Source: Reio and Sanders-Reio (2011:4) 
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Figure 5.5 demonstrates the findings that, when experiencing incivility, 
employees are less likely to feel safe in expressing themselves as supervisors 
and co-workers are perceived as threatening and unpredictable (safety 
engagement) (Reio & Sanders-Reio, 2011:14). 
• Group and intergroup dynamics 
Psychological safety is also affected by the various unconscious roles and 
unrecognised characters that individuals assume. Group dynamics are formed 
based on the unconscious plays that characterise the more conscious workings 
of organisations (Kahn, 1990:709). 
• Management style and process 
Leaders translate system demands and reinforce members' behaviours in ways 
that create different degrees of supportiveness and openness (Kahn, 
1990:711). Supportive management relationships foster feelings of 
psychological safety that increase the employees willingness to engage fully in 
work roles (Rich et al., 2010:621). Psychological safety is heightened when 
management is perceived to be supportive, resilient, and clarifying. Supportive 
management creates an environment that allow employees to be innovative and 
to fail without the fear of negative consequences (Gruman & Saks, 2011:131). 
• Organisational norms 
Psychological safety corresponded to role performances that were clearly within 
the boundaries of organisational norms. Norms are shared expectations about 
the general behaviours of system members (Hackman, 1986). People who 
stayed within generally appropriate ways of working and behaving felt safer 
than those who strayed outside these protective boundaries. In this regard, 
safety meant not calling into question habitual patterns of thought and 
behaviour that ensured predictability; questioning such patterns meant being 
treated as a deviant (Kahn, 1990:712).  
(c) Psychological availability 
Kahn (1990:74) defines psychological availability as “having the physical, 
emotional, or psychological resources to personally engage at a particular 
moment”. Managers should ensure that there is a good fit between employee 
skills, needs and values when assigning employees to tasks (Gruman & Saks, 
2011:130). There is a high likelihood that employees will feel insecure and less 
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psychologically available when experiencing unsureness of fit with an 
organisation. Psychological availability is the measure of employee readiness to 
engage, given the distractions experienced as members of social systems 
(Kahn, 1990:714).  
Zinger (2012:12) explains that employees are psychologically available to 
become engaged when in possession of sufficient energy. This energy comes 
in the form of mental, emotional, physical, organisational, and spiritual energy, 
and can be seen as the raw material of engagement. Kahn (1990) perceives 
social distractions that diminish an employee’s energy as a factor of 
disengagement. The author identified four types of distractions that influence 
psychological availability: depletion of physical energy, depletion of emotional 
energy, individual insecurity, and outside lives.  
• Physical energy 
Personal engagement requires levels of physical energy, strength, and 
readiness that personal disengagement does not.  
• Emotional energy 
Emotional energy is associated with the emotional ability to personally engage 
and influence psychological availability. People withdraw and disengage when 
emotional resources are not available to meet the demands of personal 
engagement.  
• Insecurity 
Psychological availability is also associated with how secure people feel about 
their work and status. Insecurity distracts employees from bringing the self into 
their work; it generates anxiety that occupies energies that would have 
otherwise been translated into personal engagements. 
Personal engagement can thus be summarised as a needs-satisfying approach, 
which assumes that when the job is challenging and meaningful, the social 
environment at work is safe, and personal resources are available, the needs 
for meaningfulness, safety and availability are satisfied and therefore 
engagement is likely to occur (Schaufeli, 2013a:16). May et al. (2004) applied 
Kahn’s (1990) theory and measured personal engagement with its three 
associated determinants (meaningfulness, safety, availability). The authors 
established that employees experienced moderate levels of engagement, and 
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all three determinants had significant positive relationships with engagement.  
Furthermore, the personal engagement approach is considered a critical 
mechanism for the transmission of individual and organisational factors to a 
multitude of aspects of job performance (Rich et al., 2010:631).  
5.8.2 Job demands and resources determinants 
Two types of variables can be distinguished in any job by broadly categorising 
organisational variables as either job demands or job resources (Schaufeli & 
Bakker, 2004; van den Broeck et al., 2008:278). Job demands are not 
necessarily negative, as long as employees’ capacity to adapt are not 
exceeded. In such instances, the demands turn into stressors that result in 
burnout (Schaufeli & Bakker, 2004). Burnout, in this context, is a metaphor for 
the state of mental weariness. Job resources, conversely, are considered to 
enhance employees’ well-being, and they are assumed to stimulate employees’ 
engagement and prevent burnout. The overarching impact of job demands and 
job resources as determinants of engagement is illustrated in Figure 5.6, below.  
Figure 5.6: Job demands and job resources as determinants of 
engagement 
Source: Adapted from Schaufeli and Bakker (2004) and Schaufeli (2013a:37) 
Over time, job demands and job resources have an impact on burnout and 
engagement (Schaufeli & Taris, 2014:48). Schaufeli and Bakker (2004) explain 
that engagement is determined by two processes that underlie job resources 
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and job demands (depicted in Figure 5.6), namely, the energy process and the 
motivational process. The energy process is associated with burnout 
dimensions which include: energy depletion (exhaustion), disengagement 
(cynicism), and diminished performance (reduced efficacy). Due to the negative 
effect of this process on well-being, it is also labelled as a health impairment 
process, since it leads to health problems such as cardiovascular disease, 
depression and psychosomatic complaints (Schaufeli & Taris, 2014:47). The 
motivational process results in well-being and engagement, and is 
characterised by vigour, dedication and absorption (Schaufeli et al., 2002:86).  
When the underlying motivation and energy processes of job demands and job 
resources are combined, a buffering effect is exhibited (Bakker & Demerouti, 
2007:317). The resultant relationship between the processes is demonstrated in 
Figure 5.7, below.  
Figure 5.7: The buffering effect between job demands and resources 
Source: Bakker and Demerouti (2007:317) 
From Figure 5.7, it is evident that when both job demands and resources are 
high, employees develop strain with increased motivation. Conversely, when 
 179 
  
both are low, strain and motivation is diminished. Consequently, the high 
demands-low resources condition results in high strain and low motivation, 
while the low demands-high resources condition has low strain and high 
motivation states (Bakker & Demerouti, 2007:317). The buffer effect has been 
demonstrated in a number of studies to prove that, where the levels of job 
resources were high, the effect of job demands on the core dimensions of 
burnout were significantly reduced (see Bakker, Demerouti & Euwema, 2005; 
Xanthopoulou, Bakker, Demerouti & Schaufeli, 2007). 
The job demands and resources approach is not limited to specific job demands 
or job resources. It assumes that any demand and any resource may affect 
employee engagement, which, in turn, affects employee health and well-being 
(Schaufeli & Taris, 2014:44). Table 5.4, below, serves as an overview of various 
job demands and resources that may impact engagement.  
Table 5.4: Overview of typical job demands and job resources 
Job Demands Job resources 
• Centralisation • Advancement 
• Cognitive demands • Appreciation 
• Complexity • Autonomy 
• Computer problems • Craftsmanship 
• Downsizing • Financial rewards 
• Emotional demands • Goal clarity 
• Emotional dissonance • Information 
• Interpersonal conflict • Innovative climate 
• Job insecurity • Job challenge 
• Negative spill-over from family  • Knowledge 
• Harassment • Leadership 
• Performance demands • Opportunities development 
• Physical demands • Participation in decision making 
• Problems planning • Performance feedback 
• Inappropriate behaviour • Positive spill-over from family to work 
• Qualitative workload • Professional pride 
• Reorganisation • Procedural fairness 
• Remuneration • Quality relationship supervisor 
• Responsibility • Safety climate 
• Risks and hazards • Safety routine violations 
• Role ambiguity • Social climate 
• Role conflict • Social support from colleagues 
• Time pressure • Social support from supervisor 
• Unfavourable shift work • Skill utilisation 
• Unfavourable work conditions • Strategic planning 
• Work pressure • Supervisory coaching 
• Work-home conflict • Task variety 
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Table 5.4 (continued): Overview of typical job demands and job resources 
Job Demands Job resources 
• Work overload • Team cohesion 
 • Team harmony 
 • Trust in management 
Outcomes (negative) Personal resources 
• Absenteeism • Emotional and mental competencies 
• Accidents and injuries • Extraversion 
• Adverse events • Hope 
• Depression • Intrinsic motivation 
• Determination to continue • Low neuroticism 
• Unsafe behaviours • Need satisfaction  
• Work-home interference • Optimism 
• Physical ill-health • Organisation-based self-esteem 
• Psychosomatic complaints • Regulatory focus  
• Psychological strain • Resilience 
• Turnover intention • Self-efficacy 
• Extra-role performance  
• Innovativeness  
• In-role performance  
• Life satisfaction  
• Organisational commitment  
• Perceived health  
• Work-home interference  
• Service quality  
• Sales performance  
• Workability  
• Happiness  
Source: Adapted from Schaufeli & Taris (2014:64) 
As can be seen in Table 5.4, the scope of the JD-R model is relatively broad 
and potentially includes all job demands and job resources. This feature 
makes the JD-R model flexible and appealing to both researchers and 
practitioners, as it can be adapted to a variety of work settings (Schaufeli & 
Taris, 2014:44).  
An exhaustive theoretical overview of all job demands and job resources 
impacting engagement is beyond the scope of this study. To circumvent the 
cumbersomeness of discussing both job resources and job demands, the 
approach will be to predominantly focus on job resources as opposed to job 
demands, for the following reasons: 
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• Job and personal resources are considered the main determinants of 
engagement (Bakker, 2011:265); 
• Job resources were found to predict work engagement better than job 
demands (Mauno, Kinnunen & Ruokolainen, 2007:149); 
• Increases in job resources minimise job demands (Bakker, 2011:266), and 
• Resources become more salient during periods of high demands (Bakker & 
Demerouti, 2008:209).  
 
(a) Job resources 
Job resources are defined as “the physical, social, psychological, or 
organisational aspects of work that either/or: (a) reduce job demands and 
associated physiological costs, (b) are functional in achieving work goals, and 
(c) stimulate personal learning, growth and development” (Demerouti, Bakker, 
Nachreiner & Schaufeli, 2001; Schaufeli & Bakker, 2004). This means that job 
resources are critical to getting work done. Typical examples of job resources 
are social support from co-workers, social support from supervisors, 
performance feedback, job control or autonomy, and personal growth, learning 
and development opportunities (Bakker, 2011:266; Schaufeli & Taris, 2014:45).  
Job resources are characteristic of the motivational process that either affects 
intrinsic motivation (fostering employee growth, learning and development) or 
extrinsic motivation (achieving work goals) (Bakker, 2011:266). The extrinsic 
motivation process is characterised by an abundance of resources that initiate a 
willingness to spend compensatory effort, whereby work goals are achieved 
through reducing job demands. Intrinsic motivation is derived from satisfying 
basic human needs for competence, relatedness and autonomy (Van den 
Broeck et al., 2008:277). An example of intrinsic motivation is the feedback that 
employees receive, which promotes learning, thereby increasing job 
competence. Concurrently, freedom of decision-making and social support (co-
worker and supervisor) satisfy the individual’s needs for autonomy and 
relatedness, respectively (Schaufeli & Taris, 2014:47). In both cases, job 
resources stimulate work engagement, either through the achievement of work 
goals or the satisfaction of basic needs.  
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Weigl et al. (2010:151) further disaggregated job resources into task resources 
and social resources. The authors emphasise the importance of job control, 
positive work relationships, and active coping behaviour as three key job 
resources embedded in the task, social, and personal resource constructs. 
Weigl et al. (2010:151) effectively proved that these resources enhance work 
engagement and trigger positive developments that enable employees to make 
a positive impact on their work and interpersonal relationships. In a more recent 
study, Hu, Schaufeli and Taris (2016:128) concur that learning and growth are 
not exclusively derived from job resources, but also through conversation and 
observation of social interactions with co-workers. The authors maintain that 
task resources refer to the individual-level work context, social resources refer 
to interactions at the interpersonal level and are, in turn, related to the group-
level work context. Task resources were, therefore, found to be embedded in 
social resources (Hu et al., 2016:128). 
(b) Personal resources 
Personal resources are defined as “the psychological characteristics or aspects 
of the self that are generally associated with resiliency and that refer to the 
ability to control and impact one’s environment successfully” (Schaufeli & Taris, 
2014:48). High personal resources lead individuals to have a more positive self-
regard, and increased goal self-agreement is experienced (Bakker, 2011:246).  
Table 5.5, below, provides a summary of job resources and personal resources 
uncovered in this theoretical overview. 
Table 5.5: Summary of resources impacting engagement 
Job resources 
Resource Finding Author(s) 
Social support 
(support from co-
workers) 
• Organisational support is strongly 
related, and social support 
moderately related to work 
engagement. 
• Positive work relationships are a 
key component of work 
engagement. 
• Social resources are positively 
related to engagement. 
• Co-worker support is a major 
individual factor influencing 
engagement. 
(Coetzer & Rothmann, 
2007:v) (Weigl et al., 
2010:151) (Hu et al., 
2016:136) (Bakker & 
Demerouti, 2007) (Andrew & 
Sofian, 2012:498) 
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Table 5.5 (continued): Summary of resources impacting engagement 
Job resources 
Supervisor support 
• Supervisor support, role clarity and 
task characteristics contributed to 
work engagement. 
• Supportive and trusting manager 
relationships generate greater 
meaningfulness in the workplace. 
• Perceived supervisor support was 
positively associated with work 
engagement. 
• Maintaining trusting and supportive 
relationships with supervisor 
increases inclination to engage. 
(Barkhuizen, Rothmann & 
Vijver, 2014:330) (Rothmann, 
Diedericks & Swart, 2013:8) 
(Swanberg et al., 2011:621) 
(Diedericks & Rothmann, 
2013:230) 
Performance 
feedback 
• Supervisory feedback is positively 
related to engagement. 
• Performance feedback is a positive 
predictor of work engagement. 
(Menguc, Auh, Fisher & 
Haddad, 2013:2163) 
Skill variety 
• Work engagement is marginally 
mediated by skill variety. 
• Interventions aimed at enhancing 
task variety, autonomy, and 
learning opportunities will lead to 
higher engagement. 
(Breevaart, Bakker & 
Demerouti, 2014:35) 
(Barkhuizen et al., 2014:331) 
Job control/ 
Autonomy 
• Job control is a key resource that 
enhances engagement at work. 
• Job control (timing and method) is 
a good predictor of work 
engagement. 
• Schedule control contributes to 
hourly workers’ perceived 
engagement. 
• Self-managing individuals are more 
engaged at work. 
(Weigl et al., 2010:151) 
(Mauno et al., 2007:162) 
(Swanberg et al., 2011:621) 
(Breevaart et al., 2014:36) 
Learning/ growth  
opportunities 
• Growth opportunities are strongly 
related to work engagement. 
(Coetzer & Rothmann, 
2007:v) 
Personal resources 
Self-esteem 
• Organisational-based self-esteem 
robustly predicted the vigour and 
dedication dimensions of 
engagement.  
(Mauno et al., 2007:162) 
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Table 5.5 (continued): Summary of resources impacting engagement 
Personal resources 
Self-efficacy 
• Self-efficacy and work context 
factors predicted dimensions of 
work engagement. 
• Self-efficacious and optimistic 
employees are most likely to 
experience high work engagement. 
• Self-efficacy significantly and 
positively influenced the absorption 
dimension of engagement. 
(Williams, Wissing, 
Rothmann & Temane, 
2010:43) (Xanthopoulou, 
Bakker, Demerouti & 
Schaufeli, 2009:241) 
(Karatepe & Olugbade, 
2009:504) 
Active coping 
style/behaviour 
• Active coping behaviour is a key 
resource that enhances 
engagement at work. 
• Active coping strategies training will 
moderate the effects of 
engagement on employee health. 
(Weigl et al., 2010:151) 
(Pienaar & Willemse, 
2008:1061) 
Source: Constructed by author 
(c) Job demands 
Job demands are defined as “the physical, social, psychological, or 
organisational aspects of work that require sustained physical and/or 
psychological (meaning, cognitive or emotional) effort and are therefore 
associated with certain physical and/or psychological costs” (Schaufeli & 
Bakker, 2004). Examples of job demands are work overload, heavy lifting, 
interpersonal conflict, and job insecurity (Schaufeli & Taris, 2014:45).  
5.8.3 Leadership 
A question often pondered is how leaders balance the task of managing the 
business, while still maintaining focus on followers’ needs and engagement, 
especially in difficult economic times (Mertel & Brill, 2015:228). It is generally 
accepted that leaders play a crucial role in fostering the engagement of 
subordinates (Wildermuth & Pauken, 2008a:126; Gruman & Saks, 2011:131). 
Leaders who are high in task behaviour and support behaviour have been 
shown to be particularly effective in promoting engagement (Schaufeli & 
Salanova, 2007). Leaders also provide employees with resources that can 
enhance psychological availability, improve social support, and develop 
engagement by providing assignments and experiences that are challenging, 
provide some control, autonomy, performance feedback, and allow for 
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participation in decision making. It is, therefore, suggested that leaders ensure 
that work assignments are stretched-learning assignments and actively help 
align learning opportunities with employees’ interests (Schneider, Macey, 
Barbera & Martin, 2009:26). 
Leaders are responsible for communicating the importance of employees’ 
efforts in achieving business success, which drives meaningfulness that leads 
to engagement (Anitha, 2014:311). To this end, servant leadership behaviours 
that provide meaning and vision through forgiveness, have been found to 
engage employees (van Dierendonck & Patterson, 2015:125). Engagement 
occurs naturally when leaders are inspiring and visionary, as employees feel 
engaged when their work is considered important and meaningful (Wildermuth 
& Pauken, 2008a:209). Furthermore, authentic and supportive leadership is 
theorised to impact upon employee engagement by increasing involvement, 
satisfaction and enthusiasm for work (Schneider et al., 2009). Supportive 
management allows individuals to try new things and to fail without fear of 
negative consequences (Gruman & Saks, 2011:131). Kahn (1990) identified 
management style and process as important for psychological safety. 
Rothmann and Rothmann (2010:2) agree that trustworthy supervisory 
behaviours lead to feelings of psychological safety and employee willingness to 
invest themselves at work. In particular, supportive, resilient, and clarifying 
management leads to greater psychological safety.  
Trust in the leader is a further theme considered to be a determinant of 
employee engagement. Macey and Schneider (2008a:22) propose that feelings 
of trust mediate the relationship between leadership behaviour and behavioural 
engagement. This implies that leaders create trust in followers, which enables 
employee engagement behaviours. Likewise, it was found that the ethical 
leadership behaviour of managers promotes work engagement through creating 
relationships with employees that are anchored in trust (Engelbrecht, Heine & 
Mahembe, 2014:1).  
It is suggested that engagement dimensions are included in the assessment of 
the impact of the immediate superior on employee experiences in the workplace 
(Harter et al., 2003:4). Care should be taken to control leadership influence, as 
it is realistic to assume that numerous people in the workplace can influence 
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employees’ experiences and performance. The immediate superior, however, is 
in a position to directly influence a culture that values behaviours that support 
factors of engagement (Harter et al., 2003:4).  
Leadership empowerment behaviour has been found to significantly contribute 
to employee engagement and low turnover intention (van Schalkwyk, du Toit, 
Bothma & Rothmann, 2010:1). Furthermore, a positive leadership style results 
in psychological empowerment that contributes to work engagement (Nel et al., 
2015:9). Positive relationships were established between trust in the leader and 
work engagement, between ethical leadership and work engagement, and 
between ethical leadership and trust in the leader (Engelbrecht et al., 2014:1). 
Similarly, it has been established that there is a relationship between 
transformational leadership and employee engagement (Bezuidenhout & 
Schultz, 2013:279). 
To ensure the maximum return on engagement investments, organisations are 
advised to ensure that leaders are equipped with the knowledge and skills to 
enhance engagement (Nortje, 2010:20). Wildermuth and Pauken (2008a:209) 
recommend several interventions to ensure that leaders are equipped to 
engage employees towards performance improvement. The authors maintain 
that leaders should be educated to understand: 
• the salience of engagement, 
• the business and personal benefits of engagement,  
• their role as leaders inspiring engagement, 
• leadership styles most likely to enhance engagement, and  
• the importance of work-role fit to areas in which employees are more likely 
to be happy, engaged, and successful. 
5.8.4 Communication 
Creating a climate of open communication has been identified as a key action 
for line managers in affecting levels of employee engagement (Nortje, 2010:20; 
Ncube & Jerie, 2012:387).  Communicating openly and at frequent intervals 
helps employees to stay focused, productive and energised. Ncube and Jerie 
(2012:387) explain that communication was cited as the reason why most non-
managerial employees often felt information-deprived, which equally affected 
their engagement levels. The authors maintain that, for effective employee 
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engagement to take place, two-way communication is critical to ensure that 
there is an effective channel for open and honest input across all levels of the 
organisation. Columbine (2010:41) agrees that employees experience a sense 
of connection with an organisation if they are able to actively participate and 
contribute in two-way communication on a regular basis. 
Communication has been found to be effective when it does not just merely 
share organisation information and tell employees what to do, but rather 
operates as a dialogue to share the purpose and value of the organisation. 
Durkin (2007:31) suggests that organisations should establish their 
organisational purpose and values, then clearly share this with all employees. 
Purpose refers to the reason the organisation exists and was created in the first 
place. Ideally, this should go beyond just making a profit. This allows employees 
to derive a sense of purpose, as people increasingly feel more obligated to 
make a difference, and to ensure that they are adding value to others’ lives.  
Shaffer (2004:22) found that organisations have improved productivity and 
safety ratings through engaging employees by means of carefully managing 
communications to build trust. The author distinguishes between low-
performance communication (distributing information) and high-performance 
communication (improving performance). The author found that a high-
performance communication system engages employees in ways that improve 
their performance. The elements of a high-performance system include: 
communicating a clear line-of-sight between what the employee does and how 
it influences the organisation; increasing involvement; quickly sharing accurate 
decision-making information; and communicating the link between performance 
and recognition. 
Internal communication is an organisational practice with the potential to 
effectively transmit the organisational values to all employees, resulting in 
increased engagement (Welch, 2011:338). Figure 5.8, below, illustrates the 
crucial role played by senior management’s communication strategies to 
develop engagement. 
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Figure 5.8: Communication orientated perspective of engagement 
 
Source: (Welch, 2011:340) 
Based on Figure 5.8, Welch (2011:341) conceptualises effective internal 
communication as a key driver of employee engagement, resulting in the 
organisational outcomes of organisational effectiveness, competitiveness, and 
innovation. The author suggests that the content of internal communication 
messages be evaluated in terms of tone and the likelihood of encouraging 
dialogue, in order to provide meaningfulness and engagement.  
5.8.5 Recognition and rewards 
It can be expected that organisations providing recognition and rewards to 
employees will encourage strong social exchange relationships, based on social 
exchange theory (Barkhuizen et al., 2014:324). Saks (2006) argues that one 
way for individuals to repay the organisation is through the outcomes of their 
engagement. This implies that employees will, to varying degrees, engage 
themselves, depending on the resources received from the organisation.  
An element that straddles two determinants of engagement, communication and 
recognition and rewards, is how rewards are publicised inside the organisation. 
Welch (2011:337) states that rewards and recognition items concerning public 
recognition, for example, publically announcing the employee of the month, has 
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direct implications for internal communication and engagement. Employee 
rewards and recognition processes could be included within the objectives of 
internal communication strategies to prompt activities such as: employee 
reward events; recognition stories in internal communication publications such 
as e-magazines and printed newsletters; and, intranet pages recognising 
employee achievements. 
Pollitt (2008:13) proposes that organisations deploy a recognition scheme 
based on the organisation’s values, with regional, divisional, and overall 
organisation prizes awarded to those who really live each of the values. The 
author emphasises that employee engagement is a key measure of success for 
all managers, and that all employees should be measured against the values as 
part of the annual appraisal process. 
5.9 THE ROLE OF HUMAN RESOURCE MANAGEMENT (HRM) IN 
EMPLOYEE ENGAGEMENT 
As organisations began to take a broader perspective on what contributes to 
overall organisational effectiveness, organisational psychologists and human 
resource practitioners started to consider the important contributions that 
individuals make to organisational effectiveness (Robertson, Callinan & 
Bartram, 2003). Sparrow and Cooper (2003) structured their attention of 
employment relationships around the notion of the psychological contract, and 
shifts in the nature of careers. This resulted in the emphasis shifting to the 
importance of a series of individual-organisational linkages and bonds. The 
traditional ‘one-size-fits all’ approach to managing employees was being 
replaced by more individualised employee approaches, including employee 
engagement (Aggarwal, Datta & Bhargava, 2007:313).  
Psychological contracts are defined as employees’ beliefs in the reciprocal 
(transactional and relational) obligations between themselves and their 
employers (Rousseau, 1990:389). An example of a transactional psychological 
contract is the expectations that employees have of career advancement and 
high income in exchange for hard work, and relational obligations of exchanging 
job security for loyalty. HRM practices play a crucial role in the formation of 
employee psychological contracts. Aggarwal, Datta and Bhargava (2007:319) 
state that exchange relationships begin with HRM driven recruitment and 
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selection processes, and continue throughout the employee’s tenure with the 
organisation. Additional HRM processes affecting the psychological contract 
include performance management, training and development, and reward 
systems. HRM further involves defining job characteristics that encompass 
variety, challenges, and autonomy; these, in turn, provide psychological 
meaningfulness to work. Psychological meaningfulness has been established 
as a determinant of employee engagement (Kahn, 1990).  
Based on the significant impact of HRM practices, the relationship between the 
psychological contract and employee engagement, illustrated in Figure 5.9 
below, was proposed (Aggarwal et al., 2007:322).  
Figure 5.9: Integrative framework for HRM, Psychological contract and 
Employee engagement 
 
Source: Aggarwal, Datta and Bhargava (2007:322) 
Based on Figure 5.9, human resource practices appear to be a key antecedent 
of the psychological contract as well as employee engagement. Stated 
differently, HRM practices improve organisational effectiveness (employee 
attitudes and behaviours, talent utilisation and retention) through the formation 
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of psychological contracts that create the conditions for employee engagement 
(Aggarwal et al., 2007:323).  
Schaufeli and Salanova (2007:158) caution that, when the psychological 
contract is violated, it leads to burnout, intention to quit, turnover, job 
dissatisfaction, cynicism, poor organisational commitment, and absenteeism. 
The authors suggest that there should be an optimal fit between employees and 
the organisation in terms of mutual expectations, based on the following 
procedure: 
• Determine employees’ values, personal and professional goals, and 
preferences. 
• Negotiate and draft a written contract (or employee development agreement) 
that acknowledges goals, and provides the necessary resources (for 
example, training, equipment and coaching).  
• Monitor the written contract in terms of the achievement of goals, ensuring 
that goals are re-adjusted and additional resources are provided as required.  
5.10 MEASURING EMPLOYEE ENGAGEMENT 
The development of questionnaires and survey tools, such as the Utrecht Work 
Engagement Scales (UWES) and Gallup’s Q12 questionnaire, enables the 
measurement of engagement levels within an organisation (MacLeod & Clarke, 
2011:10). Different aspects or dimensions are analysed by different 
questionnaires, with some describing the degree of engagement expressed as 
a percentage, or anchored to a scale. This enables a comparison between 
different parts of the same organisation, and can enable the benchmarking of 
results against significant external databases, often for the same industry. 
Some instruments enable the identification of the key drivers of employee 
engagement for an organisation through regression analysis. Furthermore, the 
state of engagement with a specific job, team, or organisation can also be 
identified.  
Gallup (2013:14) measures employee engagement based on employees’ 
responses to its Q12 survey. The Q12 instrument consists of 12 actionable 
workplace items with proven links to organisational outcomes. The Q12 
instrument was developed over several years by conducting thousands of 
interviews at various levels of different organisations, spanning most industries, 
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and in several countries. Since Gallup finalised the Q12 in the late 1990s, the 
survey has been administered in more than 70 languages, to more than 25 
million employees, and in 195 different countries.   
Another instrument, often cited as the most frequently used instrument to 
measure engagement, is the UWES (Shimazu & Schaufeli, 2008:187; 
Rothmann & Rothmann Jr, 2010:2). Similar to the Q12, the UWES is a self-
report instrument that includes three subscales: vigour, dedication, and 
absorption. The UWES has been validated in countries including China, 
Greece, Japan, South Africa, Spain, and the Netherlands (Schaufeli et al., 
2002; Schaufeli & Bakker, 2003; Storm & Rothmann, 2003; Xanthopoulou, 
Bakker, Kantas & Demerouti, 2005; Yi-wen & Yi-qun, 2005; Shimazu & 
Schaufeli, 2008).  
The aforementioned studies used confirmatory factor analyses and found that 
the fit of the hypothesised three-factor structure (absorption, dedication and 
vigour) to the data was superior to that of alternative factor models. The original 
17-item UWES (referred to as UWES-17) was later improved by shortening the 
instrument to nine items (referred to as the UWES-9). Similar to the original 
UWES, the UWES-9 was validated in 10 countries providing evidence of cross-
national validity, and that the three-factor structure is moderately strongly 
related to UWES-17 (Schaufeli, Bakker & Salanova, 2006:701). The authors 
indicate that the UWES was shortened for practical reasons, as researchers 
strive to include as few items as possible so that “respondents should not be 
unnecessarily bothered”. South African scholars Goliath-Yarde and Roodt 
(2011:249), however, caution against the use of the UWES without significant 
consideration. In a recent study the authors found most differences in the 
engagement scores between cultural groups, at an item level, between white 
people and other groups, or black people and other groups. Based on these 
findings, the authors suggest scholarly diligence, stating: 
…the sample consisted of groups with different cultural backgrounds, 
different mother tongues and different levels of education. Item content 
and poor understanding of item content could very well be a reality. 
Based on the above, Goliath-Yarde and Roodt (2011:249) recommend to only 
use the UWES-17 on white population groups in South Africa and not in 
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comparative settings that include respondents from Coloured, Indian or Asian or 
Black population groups.  
5.11 IMPLEMENTATION OF ENGAGEMENT STRATEGY 
Macleod and Clarke (2011:11) caution that the measurement of employee 
engagement is only a small part of the larger process and strategy of employee 
engagement implementation. Organisations, therefore, utilise engagement data 
from surveys as one of the initial steps during the execution of an engagement 
strategy (see Figure 5.10). Survey data is used as the baseline measure to 
leverage future performance against business performance outcomes (Marcus 
Evans, 2011:34). Robison (2007) proposes the process illustrated in Figure 
5.10 to create an engaged workforce. The first step involves the organisation 
identifying the need to improve business success through engagement. Next, 
the level of engagement at the organisational and group level is measured by 
means of a survey. Following the survey, an improvement action plan strategy 
is developed. Low score areas are identified and the action plan is initiated at 
the organisational level using task groups.  
Macleod and Clarke (2011:9) agree that many organisations supplement 
surveys with staff focus groups. Using task groups from employees who 
participated in the survey serve to create involvement and commitment to the 
engagement process. The task groups provide feedback, and discuss their 
findings and improvements. From this feedback, a group-level action plan is 
generated. The final step of the process is to develop reporting metrics to 
sustain improvements. The first two steps of the implementation process 
identified in Figure 5.10, below, involves the analysis of the existing state of 
engagement in the organisation. The remaining steps involve the activities that 
improve the level of engagement. Robison (2007) reports that as employee 
engagement increased in organisations where the process in Figure 5.10 was 
applied, these organisations started to reap the benefits. Engaged employees 
were working more effectively, driving financial outcomes, and increasing 
profitability. 
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Figure 5.10: The engagement process 
 
 
Source: Adapted from Robison (2007) 
5.12 THE INFLUENCE OF DEMOGRAPHIC VARIABLES ON 
ENGAGEMENT 
5.12.1 Gender 
The conceptualisation of work engagement in literature is that the concept is 
gender-neutral, meaning that males and females have equal opportunities to 
exhibit engagement in the workplace (Banihani et al., 2013:400). Schaufeli, 
Bakker and Salanova (2006:710), based on the JD-R approach, found the 
relationship between work engagement and gender to be weak and ambiguous. 
The study reports that in the Australian, Canadian, and French samples, no 
gender differences were observed, while in the Belgian, German, Finnish, and 
Norwegian samples, men scored slightly higher on the three engagement 
dimensions compared to women. The reverse was found to be true for the 
South African, Spanish, and Dutch samples.  
Develop reporting metrics
Initiate group level action plan
Feedback and discussion
Initiate action plan
Survey
Identify Need
Analyse 
Improve 
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Banihani et al. (2013:416) offer an explanation for the aforementioned 
ambiguities, based on Kahn’s (1990) personal engagement approach and 
Acker’s (1990) theory of gendered organisations. The author found that 
engagement is gendered based on organisational structures, ideologies and 
cultures that disadvantage women. Gendered organisations make it relatively 
more difficult for women to experience psychological meaningfulness, 
psychological safety and psychological availability. Organisations typically 
attach more value to male characteristics, and appraise job performance 
accordingly. An example of this is the availability of males for continuous work, 
whereas females often have family roles that conflict with the ideal of always 
being available to the organisation. Therefore, men and women’s experiences 
in the workplace, and at home, may influence women’s capacity to be fully 
available and engaged at work (Banihani et al., 2013:414). 
Further studies noted the determinants of engagement in relation to gender. 
Swanberg et al. (2011:162) found that three variables showed significant 
effects, which varied according to the dimensions of work engagement. Women 
felt more absorption and vigour than men, whereas the presence of dependents 
at home increased both vigour and dedication at work. In a different study, of 
286 female managers in a large Turkish bank, the results showed that work life 
experiences, particularly control, rewards and recognition, and value fit were 
significant predictors of all three engagement measures of vigour, dedication 
and absorption (Koyuncu, Burke & Fiksenbaum, 2006:299) .  
5.12.2 Age 
Empirical studies reveal that older employees exhibit higher levels of 
engagement in the workplace (Heuven, Bakker, Schaufeli & Huisman, 2006). In 
addition, Schaufeli, Salanova, González-Romá and Bakker (2002) conducted a 
study amongst university students and similarly found higher levels of 
engagement amongst older students. In a South African study of female 
academics, the results confirmed a positive relationship between age and work 
engagement (Bezuidenhout & Cilliers, 2011:61). However, the author did not 
find a relationship between age and burnout, and concluded that women are 
expected to experience higher levels of work engagement.  
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Avery, McKay and Wilson (2007) studied the interplay between employee age, 
perceived co-worker age composition, and satisfaction with older (older than 55) 
and younger (younger than 40) co-workers on engagement. The results 
indicated that satisfaction with co-workers related significantly to engagement. 
Moreover, perceived age similarity was associated with higher levels of 
engagement amongst older workers, when workers were highly satisfied with 
their co-workers over 55 years of age. In addition, lower levels of engagement 
were experienced with those co-workers who were perceived to be younger. 
5.12.3 Ethnicity 
Jones and Harter (2005:79) investigated the effect of the racial composition of a 
workforce on employee engagement and turnover intention. From a sample of 
2014 employees, the authors included two questions to elicit the racial identity 
of the superior in comparison to the subordinate. The intent of the research was 
to examine engagement and turnover intention differences amongst employee-
manager dyads of different races. The results indicated that employees who 
reported higher levels of engagement and were in cross-race dyads, had a 
higher short-term intention to remain, in comparison to respondents from same-
race dyads. Shuck, Reio and Rocco (2011:38) believe that while no results 
were published in the aforementioned study, it is reasonable to expect that race 
could be an influential factor in engagement levels when working with 
supervisors of a different race. 
5.12.4 Language 
A significant relationship was found to exists between engagement and home 
language in a South African sample (Bell & Barkhuizen, 2011:9). The study 
found that Afrikaans-speaking respondents had higher levels of work 
engagement than those with English as their home language. Goliath-Yarde 
and Roodt (2011:240) revealed that there is a relationship between 
engagement and cultural groups; they, however, argue that this may be as a 
result of language differences based on the origin of the questionnaire. The 
authors suspect that idiomatic expressions used in the UWES of European 
origin, combined with the language proficiency of respondents, may have 
contributed to the perceived differences in work engagement.  
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Based on the differences found between demographic variables and 
engagement, as well as contradictory findings, this study will examine the 
impact of demographic variables on engagement in the sample under question. 
5.13 CONCLUSION 
This chapter provided a review of the literature on employee engagement in 
terms of its varying definitions, conceptualisations, and determinants. The 
chapter revealed that employee engagement is characterised by employee 
experiences of psychological meaningfulness, psychological safety and 
psychological availability, that is personal engagement (Kahn, 1990:694), as 
well as feelings of vigour, dedication and absorption that is  work engagement 
(Schaufeli et al., 2002:74). It is evident that no specific engagement approach is 
superior, but is dependent on what researchers and practitioners wish to 
establish (Macey & Schneider, 2008b).   
Engagement is widely considered to be a powerful and useful tool in assisting 
every organisation to achieve competitive advantage (Anitha, 2014:309), as 
critical outcomes are derived from engaged employees.  It became evident that 
certain leadership behaviours, including being supportive, empowering and 
ethical, play a crucial role in creating an enabling environment for employee 
engagement.  
The next chapter provides a discussion of the hypothesised model of the impact 
of Ubuntu and Servant leadership on employee engagement in the workplace.  
The discussion in Chapter Six also elaborates on selected organisational 
outcomes that organisations typically derive from employee engagement. 
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CHAPTER SIX 
HYPOTHESISED MODEL OF THE IMPACT OF UBUNTU AND 
SERVANT LEADERSHIP ON EMPLOYEE ENGAGEMENT AND 
ORGANISATIONAL PERFORMANCE 
6.1 INTRODUCTION 
The previous chapter reviewed the theory of employee engagement. For the 
purpose of this study, employee engagement is defined as: The extent to which 
employees exhibit the desired cognitive, emotional, and behavioural 
characteristics in completing work tasks with vigour, dedication and absorption 
(Schaufeli et al., 2002:74; Saks, 2006b:602). Various factors were discovered to 
determine whether employees will engage, or not, and to what extent this 
engagement will occur. These factors create an enabling environment for 
personal engagement: psychological meaningfulness, psychological safety, and 
psychological availability. Engagement in the workplace is further characterised 
by feelings of vigour, dedication and absorption, and is influenced by job 
demands and resources. Leaders play a vital role in creating an enabling 
environment for employee engagement, through empowering and supportive 
leadership behaviours (Wildermuth & Pauken, 2008a:209). 
The purpose of this chapter is to establish operational definitions of the 
research variables under study, based on the concepts reviewed in Chapter 
Three (Ubuntu leadership), Chapter Four (Servant leadership), and Chapter 
Five (Employee engagement). In addition, the study proposes a model that 
includes the resultant outcome of organisational performance, which will be 
operationalised in this chapter. Zikmund et al. (2009) define operationalisation 
as the process of identifying the actual measurement scales to assess the 
variables of interest. The purpose of operationalisation is to focus the research 
questions, thereby determining exactly what data will be gathered to address 
these questions (Matthews & Ross, 2010:61). The requirements for a concept 
to be considered a variable include that it is definable, measurable, has formed 
part of a previous research study, and is described by more than one 
characteristic (Shuttleworth, 2008; Cooper & Schindler, 2014). This chapter 
provides an overview of previous models used to develop the hypothesised 
model of the study. Ubuntu, Servant leadership, employee engagement and 
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organisational performance are herein defined as variables in this study. 
Various hypotheses are formulated and discussed, based on the hypothetical 
relationships between the variables.  
6.2 PREVIOUS MODELS SUPPORTING THIS STUDY 
Various previous models that relate to the constructs of this study were 
uncovered during the literature review. These models were used to develop the 
hypothesised model presented in section 6.3 of this chapter.  
6.2.1 Ubuntu social values 
Poovan, du Toit and Engelbrecht (2006:23) studied the relationship between 
Ubuntu and team effectiveness, as outlined in Figure 6.1 below. 
Figure 6.1: The relationship between Ubuntu and Team effectiveness 
 
Source: Poovan, du Toit and Engelbrecht (2006:23) 
In Figure 6.1, the social values of survival, solidarity spirit, compassion, dignity 
and respect are operationalised as the underlying dimensions of Ubuntu 
(Poovan et al., 2006:23). The authors state that the significance of the value 
system of Ubuntu becomes eminent in the collectivistic nature of African culture. 
Ubuntu fosters a collective mind-set and equality amongst members, which, in 
turn, gives members a sense of being part of a bigger community or part of a 
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bigger whole. Inclusivity allows people to appreciate the notion of having an 
extended family that is not based on biological bonds, but rather on bonds of 
solidarity. Individuals become interdependent on each other for survival through 
co-existence. Individual team members bring different knowledge, skills, and 
abilities that improve organisational competitiveness.  
Poovan et al. (2006:23) further found that collectivism leads to a spirit of 
solidarity, which leads to team cohesion. Shrivastava et al. (2014) agree that 
Ubuntu encourages the expression of the self through the collective and, 
therefore, fosters co-operation and knowledge sharing, teamwork, and 
distributed leadership in the workplace. In addition, compassion, displayed 
through a deep caring and understanding of each other, allows team members 
to strive towards a shared vision. The authors also found that, in practising the 
value of respect, team members do not have the attitude that a person should 
not be respected simply because he or she is not a relative. A two-way process 
is created in giving and receiving respect, and respect starts with the self. The 
key finding of the study emphasises that the proper implementation of Ubuntu 
by management will increase team effectiveness and, ultimately, organisational 
performance.   
No previous models were found linking Ubuntu to employee engagement, 
therefore, this study will make a novel contribution to the body of academic 
literature by assessing this conceptual relationship.  
6.2.2 Servant leadership model 
Russell and Stone ( 2002) evaluated leadership characteristics and how servant 
leadership manifests in the workplace. The relationships between the variables 
studied are demonstrated in Figure 6.2, below. 
Russell and Stone (2002) explain that values form the core beliefs determining 
the leader’s principles, and manifest in the workplace through the functional 
attributes (characteristics) of vision, honesty, integrity, trust, service, modelling, 
pioneering, appreciation of others, and empowerment. The accompanying 
attributes moderate the degree to which the functional variables are exhibited. 
The result is that servant leadership becomes the independent variable that 
influences the subsequent dependent variable of organisational performance. 
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The effectiveness of servant leadership is mediated by employee attitudes and 
work behaviours.  
Figure 6.2: Practical model for servant leadership implementation 
Source: Russell and Stone (2002) 
Employee engagement has been described as both an employee attitude 
(Cascio, 2012:58) and as workplace behaviour (Saks, 2006). The important 
mediating relationship between Servant leadership and employee engagement 
is, therefore, established in Figure 6.2. 
6.2.3 The Towers-Perrin Engagement Model 
Towers-Perrin (2003:19) reports that many variables affect business success, 
including employee engagement. Figure 6.3, below, illustrates a direct 
relationship between employee engagement, improved retention of talent and 
financial performance.  
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Figure 6.3: Relationship between employee engagement and financial 
performance 
Source: Towers-Perrin (2003)  
As illustrated by Figure 6.3, the drivers of employee engagement are listed 
under the heading of employee attitudes. Nine workplace attributes that help 
drive employee engagement are listed (on the left). The stronger these 
attributes are in the workplace, the stronger the level of employee engagement. 
As engagement rises, there are two important outcomes: A decline in the 
likelihood of leaving the organisation and a stronger orientation around 
customer satisfaction. The relationship that is suggested is:  the more engaged 
employees are, the more likely they are to put customers at the heart of what 
they do and how they think about their jobs, and the less likely they are to leave 
their organisation.  
The right side of Figure 6.3 depicts financial performance results with a 
relationship between customer focus and revenue growth. The model also 
indicates a relationship between engagement and revenue growth. Moreover, 
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there is an inverse relationship between engagement and the cost of goods sold 
(COGS). The authors found that the cost of production tends to drop as 
employees become more engaged in their work.  The third element of Figure 
6.3 shows the conceptual relationship between turnover intention and sales, 
general and administrative expenses (SG & A). SG and A along with COGS and 
revenue growth are the main elements of an organisation’s operating margin.  
6.2.4 Employee engagement and organisational performance model 
Vance (2006) found that an engaged workforce generates valuable business 
results for organisations. The process starts with employer practices such as 
job and task design, recruitment and selection, training, compensation, 
performance management and career development. These practices affect the 
employees’ level of engagement as well as job performance. Performance and 
engagement then interact to produce business results, as illustrated in Figure 
6.4 below. 
Figure 6.4: Relationship between employee engagement and business 
results 
Source: Vance (2006) 
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Vance (2006) explains using Figure 6.4, that building on the link between 
employer practices and employee engagement, employer practices include 
leadership practices, the employee results of those practices, the customer 
results of leadership and work practices, as well as business performance are 
interrelated. Over time, engagement also impacts upon leadership behaviours. 
Asking employees’ opinions is already a step towards increasing commitment 
and engagement. The author reports that taking constructive action based on 
survey results, sends a signal that the organisation values employees and 
regards feedback as important. This enhances engagement. Surveying 
employees also reinforces a two-way employer-employee relationship, which 
strengthens commitment to the organisation (Vance, 2006:20). 
Kataria, Rastogi and Garg (2013:60) studied the relationship between the three-
factored structure of employee engagement and organisational effectiveness, 
as outlined in Figure 6.5 below. 
Figure 6.5: Relationship between employee engagement and 
organisational effectiveness 
 
Source: Kataria, Rastogi and Garg (2013:60) 
Organisational effectiveness is a wide-ranging term that includes multiple 
dimensions for measuring organisational performance (Kataria et al., 2013:59). 
Similar to definitions of organisational performance, organisational effectiveness 
is concerned with the organisation’s long term ability to consistently achieve its 
strategic and operational goals (Fallon & Brinkerhoff, 1996). The model in 
Figure 6.5 conceptualised employee engagement as consisting of the 
underlying factors of vigour, dedication and absorption (Schaufeli et al., 2002). 
Engagement, as the independent variable, influences organisational 
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effectiveness, which consists of productivity, adaptability and flexibility. The 
results of the study suggest that organisations are perceived to perform 
effectively when employees are engaged. Included in the organisational 
effectiveness construct is the variable of productivity. Kataria et al. (2013:62) 
concluded that engaged employees exert effort in increasing the efficiency with 
which products and services are delivered, and in adapting to organisational 
changes (organisational learning). 
6.3 PROPOSED HYPOTHETHICAL MODEL  
Based on the models discussed in section 6.2, the model depicted in Figure 6.6, 
below, was constructed. The hypothesised relationships between the various 
constructs are illustrated in the figure.   
Figure 6.6: Proposed hypothetical model 
 
Source: Constructed by author 
The model in Figure 6.6 illustrates the hypothetical relationships between the 
independent variables (Ubuntu and Servant leadership), the mediating variable 
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(employee engagement), and the dependent variables measuring 
organisational performance. The relationships between the underlying variables 
of Ubuntu will be tested separately, as this is the first study to empirically test 
the relationship between Ubuntu and Employee engagement. The researcher 
intends to validate the underlying four-factor structure of Ubuntu and explore its 
relationship with engagement and organisational performance.  
The multi-dimensional nature of Servant leadership has been confirmed in 
previous studies (van Dierendonck & Nuijten, 2011). The construct is included 
in this study to contrast the unique contribution of Ubuntu in relation a relatively 
similar leadership style, such as Servant leadership. Therefore, exploring the 
individual relationships of the underlying variables of Servant leadership is 
considered beyond the scope of the present study. In addition, the relationship 
between Servant leadership and Employee engagement has been established 
in previous studies (Carter, 2012:iv; de Sousa & van Dierendonck, 2014:892; 
De Clercq, Bouckenooghe, Raja & Matsyborska, 2014:189; Klein, 2014:95).  
6.4 INDEPENDENT VARIABLE: UBUNTU LEADERSHIP 
Brubaker (2013:101) explains that Ubuntu as a leadership construct is 
frequently conceptualised in organisational literature based on five social 
values, namely, survival, spirit of solidarity, compassion, dignity and respect. 
This operationalisation of Ubuntu is perceived as more than just a description of 
the social values, which are defined as researchable constructs (Bertsch, 
2012a:90). Most studies combine dignity and respect into a single variable (for 
example, Poovan et al., 2006; Sigger et al., 2010). This construct is, therefore, 
operationalised as consisting of only four variables, as discussed below. 
6.4.1 Survival 
Survival is defined as the shared will to survive, which stems from groups 
relying on individual members’ brotherly care to overcome adversity (Bertsch, 
2012a:90). The underlying belief is that it is only possible to overcome 
difficulties collectively through brotherly care, rather than through self-reliance. 
Poovan et al. (2006:18) similarly define survival as the ability live and exist in 
spite of difficulties. Survival is achieved through combining interdependent 
group members’ individual resources in the form of an extended family. An 
individual’s personal difficulties are perceived as opportunities to display the 
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responsibility, accountability and spirit of service towards communal survival 
(Mbigi, 1997). In the organisational context, the value of survival may be 
expressed through open-handedness and concern for the needs and interests 
of others in the organisation (Broodryk, 2006). Accordingly, team members in 
an organisation should rely on each other in order to increase effectiveness, 
and make sacrifices for the goals of the team.  
Survival is further operationalised as the interdependence of the organisation on 
employees and vice versa. With the values of togetherness and brotherhood in 
mind, the organisation is aware of the fact that it needs its workforce to survive 
and they need to rely on each other for this survival (Broodryk, 2006). Sigger, 
Polak and Pennink (2010:48) include reliance on co-workers for support when 
things at work or at home are not going well in their study. These authors 
concluded that respondents who agreed with this statement measured high on 
the Ubuntu scale. Poovan et al. (2006:23) utilised survival as an independent 
variable and concluded that it forms part of Ubuntu in that it will increase the 
effective operation of teams and, ultimately, organisational effectiveness. 
Based on the operationalisation of survival, it is hypothesised that: 
H1a : There is a positive relationship between Ubuntu leadership value – 
survival, and employee engagement 
6.4.2 Spirit of solidarity 
The distinctive definition of solidarity in the context of Ubuntu is that an 
individual finds identity in finding others in the community and the organisation. 
Solidarity can, therefore, be operationalised as valuing collectively according to 
a community-based understanding of the self (Brubaker, 2013:102). This means 
that the organisation is viewed as a body, and not simply as a collection of 
individuals, that exists to benefit the community as well as the larger 
communities of which it is a part (Lutz, 2009:318). Broodryk (2006:27) concurs, 
stating that solidarity, based on the Zulu words “Simunye” (we are one) and 
“Shosoloza” (working as one), means that the team is seen as one unifying 
body.  
Organisational team members, under the solidarity definition, are seen as part 
of the extended family (brothers and sisters), in an atmosphere of togetherness 
(Broodryk, 2006). Accordingly, Brubaker (2013:107) concluded that the 
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presence of the spirit of solidarity is measured by the perception that the leader 
treats subordinates as members of his or her family.  This affirms that 
relationships with others is the foundation of Ubuntu and is, therefore, critical for 
teamwork. A spirit of solidarity supports cooperation and Ubuntu, and 
simultaneously competitiveness, by allowing individuals to contribute their best 
efforts for the betterment of the entire team (Mangaliso & Damane, 2001:25). 
The basic understanding is that the team can accomplish more than if each 
individual worked alone. Engaging leaders encourage collaboration by 
connecting employees and promoting a high team spirit (Schaufeli, 2015:448).  
Against this background, the following is hypothesised: 
H1b : There is a positive relationship between the Ubuntu leadership value, spirit 
of solidarity and employee engagement. 
6.4.3 Compassion 
Compassion is defined as the understanding of the adversities that others face, 
and seeking to assist them based on the deep conviction of the 
interconnectedness of people (Nussbaum, 2003; Poovan et al., 2006). 
Accordingly, individuals express generosity out of concern and the willingness 
to sacrifice their self-interest to help others (Muchiri, 2011:443). Compassion in 
the Ubuntu sense extends beyond the western notion of the concept, as 
individuals go out of their way to help others, all in an effort to become more 
human by fostering relationships and friendships as they practice compassion 
(Broodryk, 2002). In the organisational context, this value expresses itself by 
the leader’s physical presence and willingness to suffer with organisational 
members during hardship and sorrow (Broodryk, 2006).  
Sigger, Polak and Pennink (2010:55) operationalised compassion as reaching 
out to others in a caring and sharing manner. Instilling feelings of compassion in 
team members creates a shared vision. This deep caring is considered to be 
synonymous with the social value of compassion in Ubuntu (Poovan et al., 
2006:20). Mangaliso and Damane (2001) assert that helpfulness towards others 
creates a climate of collegiality that is based on sharing and caring. 
Compassion in the Ubuntu sense is, therefore, conceptualised as communal 
lifestyle behaviours whereby co-workers understand the importance of sharing 
and giving, in order to receive. 
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Broodryk (2006:27) observed that compassion involves practicing sympathy, 
consolation, cohesion and warmth. Consequently, leaders who value 
compassion halve their employees’ sorrow, when sharing in their sorrow, by 
developing the ability to listen to people’s pain with intense compassion. 
Accordingly, Brubaker (2013:107) measured compassion by confirming that a 
leader should be sensitive to employees’ problems and share in their suffering. 
Organisational leaders that show compassion towards employees are 
operationalised as a job resource that engages employees (Rothmann & Welsh, 
2013:18). Employees’ perceptions of organisational support, as facilitated by 
their immediate superior, lead to employees reciprocating by becoming more 
engaged (Saks, 2006).  
Against this background, it is hypothesised that: 
H1c : There is a positive relationship between the Ubuntu leadership value, 
compassion, and employee engagement. 
6.4.4 Dignity and respect 
As previously stated, several studies combine dignity and respect into a single 
variable (for example Poovan et al., 2006; Sigger et al., 2010). Respect is 
considered to be a cardinal value of Ubuntu (Broodryk, 2005:viii). Poovan et al. 
(2006:91) define respect as the objective, unbiased consideration and regard 
for the rights, values, beliefs, and property of the community. Closely related to 
respect is the concept of dignity. Dignity is perceived to be the precursor to 
respect, and is understood to be a quality that earns or deserves respect. 
Bertsch (2012a:91) states that there is a circular link between dignity and 
respect within the Ubuntu philosophy. Poovan et al. (2006) observed that 
members of society become dignified by others being respectful and, in turn, 
dignity also requires respect.  
Preserving human dignity under the Ubuntu philosophy involves helping others 
regardless of wealth or status. In organisations, this involves managing 
employees in a more human way by showing kindness as human equals 
(Broodryk, 2005:4). It is suggested that a bottom-up management style is 
followed, whereby subordinates have greater input without managers feeling 
threatened. Authority is exercised in a caring, paternal manner, and respect for 
authority is high (Sigger et al., 2010:8). Brubaker (2013:107) measured dignity 
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and respect by investigating whether a leader respects his/her followers and 
their contributions, and whether a leader shows respect for those who are older 
and more experienced. Olivier and Rothmann (2007:50) state that individuals 
will tend to experience a sense of meaningfulness if they are treated with 
respect, dignity and appreciation for their contributions. Psychological 
meaningfulness has been found to be a key determinant of employee 
engagement (Anitha, 2014).  
Against this background, it is hypothesised that: 
H1d : There is a positive relationship between the Ubuntu leadership value 
dignity and respect, and employee engagement. 
6.5 INDEPENDENT VARIABLE: SERVANT LEADERSHIP 
Servant leadership is defined as the type of leadership that places the needs of 
subordinates before the needs of leaders, by focussing efforts on helping 
subordinates grow to reach their maximum potential and achieve optimal 
organisational and career success (Greenleaf, 1979). In addition, a servant 
leader is defined as a leader who has the technical skills to assist followers in 
meaningful ways, while encouraging assistance in the broader community and 
concurrently in the workplace (Patterson, 2003). The central definitive theme 
highlighted by prolific scholars is that servant leaders primarily serve by 
focusing on followers, and organisational concerns are diminished to the 
periphery. This notion is supported by Patterson’s (2003) definition that servant 
leaders exhibit compassionate love that places focus on the employee first, then 
on the abilities of the employee and, lastly, on what benefit the organisation can 
derive from employees.  
 Liden et al. (2008:162) note that the literature servant leadership offers an 
inconsistent set of dimensions that define the construct. No single characteristic 
on its own can comprehensively capture and define the intricacies of servant 
leadership. Liden et al. (2015:255) assert that servant leadership is best defined 
as the combination and aggregate of its underlying dimensions. Van 
Dierendonck and Nuijten (2011) provide clarity on the multidimensional nature 
of the construct, and derived eight key characteristics to define servant 
leadership. These eight characteristics are adopted as the operationalised 
definition of servant leadership in the present study. 
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• Empowerment 
Empowerment is defined as the leader behaviour that fosters a pro-active, self-
confident attitude amongst followers, and provides followers with a sense of 
personal power (van Dierendonck & Nuijten, 2011:251). Autonomous decision-
making, information sharing, and coaching for innovative performance are 
encouraged. Servant leaders entrust power to others through effective listening, 
valuing equality and love, emphasising teamwork, making people feel important 
and effective listening (Russell & Stone, 2002; Patterson, 2003). 
• Accountability 
Accountability is defined as the actions by which people are held accountable 
for performance they can control. Accountability provides boundaries within 
which individuals are free to achieve goals (van Dierendonck & Nuijten, 
2011:251). Accountability guarantees that followers know what is expected of 
them and, at the same time, demonstrates the confidence the leader has in 
his/her followers (Rodríguez-Carvajal, Rivas, Herrero, Moreno-Jiménez & van 
Dierendonck, 2014).  
• Standing back 
Standing back is defined as the degree to which a leader prioritises the interests 
of others and gives them the necessary support and credit. Standing back is 
also about retreating into the background when a task has successfully been 
accomplished (van Dierendonck & Nuijten, 2011:251). Servant leaders who 
stand back find it easier to celebrate the achievements of a colleague or 
subordinate, than his or her own achievements (Rodríguez-Carvajal et al., 
2014).   
• Humility 
Humility is defined as the ability to put one’s own accomplishments and talents 
in a proper perspective (Patterson, 2003). Humility in leadership focuses on 
daring to admit that one is not infallible and does make mistakes (Rodríguez-
Carvajal et al., 2014). Humility originates from the leader’s understanding of 
personal strengths and weaknesses. To overcome personal limitations, servant 
leaders seek input from others (van Dierendonck & Nuijten, 2011). 
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• Authenticity 
Harter (2002) defines authenticity as being honest about oneself and being 
open about one’s inner thoughts and feelings. In the organisational context, 
authenticity requires leadership role behaviour to be secondary to the personal 
self. Servant leaders are expected to accurately represent, both privately and 
publically, their intentions, internal states, and commitments (Peterson & 
Seligman, 2004). 
• Courage  
Courage is defined as daring to take risks and attempt new approaches to 
existing problems (Greenleaf, 1979). Accordingly, courage offers the critical 
distinction between servant leadership and other forms of leadership. Within the 
organisational context, courage is about challenging conventional models of 
working behaviours, and is essential for fostering creativity and innovative 
behaviours. Courage is further related to pro-active behaviour and relies 
strongly on personal values and convictions when attempting novel approaches 
(Russell & Stone, 2002).  
• Interpersonal acceptance 
Interpersonal acceptance rests on the leader’s ability to understand and 
experience the feelings of others, and to grasp their personal position. This 
characteristic helps servant leaders to create a brotherly and compassionate 
atmosphere in the organisation (Mittal & Dorfman, 2012:556). Interpersonal 
acceptance requires leaders to listen to followers and seek to understand their 
needs and emotions. It is further defined as the ability to abandon the perceived 
wrongdoings of others, thereby not allowing mistakes to impact future 
situations. Stated differently, interpersonal acceptance is about showing 
empathy (van Dierendonck & Nuijten, 2011:252); this means being able to 
cognitively adopt the psychological perspective of other people and experience 
feelings of compassion and warmth. Interpersonal acceptance, therefore, is 
about being able to forgive when confronted with offenses, arguments, and 
mistakes.  
 
• Stewardship 
Stewardship is defined as the inclination to take responsibility for the larger 
institution and go for service instead of control and self-interest (van 
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Dierendonck & Nuijten, 2011:252). Servant leaders prioritise the commitment to 
serving the needs of others through persuasion and openness, rather than 
control (Taylor, 2013). Servant leaders, therefore, do not only act as caretakers, 
but also act as role models in the organisation. Leading by example, servant 
leaders encourage followers to act in the common interests of the organisation. 
Stewardship is closely related to social responsibility, loyalty and team work. 
Similar to these constructs, stewardship represents feelings of identification 
with, and a sense of obligation to, a common good that includes the self but 
extends beyond personal self-interest (Peterson & Seligman, 2004:370).  
6.6 RELATIONSHIP BETWEEN SERVANT LEADERSHIP AND 
EMPLOYEE ENGAGEMENT 
Various leadership styles have a positive impact on employee engagement, 
however, the distinctive contribution of servant leadership is noteworthy 
(Walumbwa et al., 2010; Breevaart, Bakker, Demerouti & van den Heuvel, 
2015:754). Liden et al. (2015:254) states that empirical research has 
demonstrated the significant variance and value of servant leadership over 
dominant leadership styles of transformational and leader-member exchange 
(LMX). Ehrhart (2004:68) notes that this distinction stems from the servant 
leader’s recognition of moral responsibility. Research shows that servant 
leadership is related to various follower and organisational outcomes, such as 
employee engagement, organisational citizenship behaviour (OCB), job 
attitudes, and individual and team performance (Liden et al., 2014). These 
outcomes prevail even when controlling for dominant leadership approaches, 
including transformational leadership and leader-member exchange.  
As previously mentioned, for the purpose of this study, employee engagement 
is defined as the extent to which employees exhibit the desired cognitive, 
emotional, and behavioural characteristics in completing work tasks with vigour, 
dedication and absorption (Schaufeli, Salanova, Gonzalez-Roma, et al., 
2002:74; Saks, 2006:602). Employee engagement has become a focal point in 
human resource management, and superseded job satisfaction as an 
organisational construct and research theme (van Dierendonck & Patterson, 
2015:127). One of the key determinants of engagement is meaningfulness 
(Kahn, 1990). Research findings suggest that servant leaders encourage 
meaning by providing direction and tailoring conditions, based on employees’ 
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needs (van Dierendonck & Patterson, 2015:127). This results in performing 
tasks with dedication, from which a heightened sense of significance or 
meaning is derived. Servant leaders create enthusiasm and nurture pride of 
work, through which followers frequently feel inspired and challenged. 
Stewardship is considered a further characteristic of servant leaders that 
provides meaning to employees (de Sousa & van Dierendonck, 2014:885) 
Schaufeli and Bakker (2003, 2010) state that employees are engaged when 
they exhibit a positive and fulfilling work-related state of mind that is 
characterised by performing work tasks with vigour, dedication and absorption. 
The servant leadership model of van Dierendonck (2011) explicitly captures 
aspects of providing direction through accountability, a broader and longer term 
vision through stewardship, and the importance of transparency through 
authenticity. In addition, the model captures other essential traits that are 
unique to the servant leader’s motivation to serve; examples of these are 
humility and standing-back. These factors, together with empowerment, have 
been identified as crucial in inducing the engagement-related feelings of vigour, 
dedication and absorption (de Sousa & van Dierendonck, 2014:893).  
Relating the different dimensions of servant leadership to employee 
engagement, it is observed that aspects like courage, authenticity, forgiveness, 
accountability and stewardship have a relevant contribution to increase vigour 
(de Sousa & van Dierendonck, 2014:883). Vigour refers to followers’ high levels 
of energy and resilience, the willingness to invest effort, not being easily 
fatigued, and persistence in the face of difficulties. De Clercq et al. (2014:189) 
provide empirical evidence that servant leaders not only stimulate positive 
energy levels in employees, but significantly increase engagement through 
high-quality relationships and social interactions.  
Sousa and van Dierendonck (2015) established that the combination of humility 
and action in servant leaders is most effective in generating engagement at the 
higher hierarchical leadership ranks in organisations. The authors concluded 
that, in its entirety, servant leadership might be particularly effective for leaders 
in executive and board-level positions. For managers working at lower 
operational levels in the organisation, the action side of servant leadership 
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might suffice in generating engagement. Humble leaders showed the highest 
impact on follower engagement regardless of hierarchical position.  
Based on the above discussion, the following is hypothesised: 
H2 : There is a positive relationship between servant leadership and 
employee engagement. 
6.7 MEDIATING VARIABLE: EMPLOYEE ENGAGEMENT 
A mediating variable influences the effect of the independent variable on the 
dependent variable (du Plooy-Cilliers, Bezuidenhout & Davis, 2014:88). In this 
study, employee engagement is conceptualised as the mediating variable that 
influences the effect of Ubuntu and Servant leadership as the independent 
variables, and organisational performance as the dependent variable. Employee 
engagement is defined differently in academic literature (see Chapter Five). 
Based on this ambiguity, it was defined in this study as: The extent to which 
employees exhibit the desired cognitive, emotional, and physical characteristics 
in completing work tasks with vigour, dedication and absorption. This 
multidimensional definition was derived from the scholarly work of prolific 
researchers in the field of engagement (Kahn, 1990; Schaufeli et al., 2002; May 
et al., 2004; Saks, 2006).  
Employee engagement is operationalised as consisting of three psychological 
dimensions: cognitive, emotional and physical dimensions, based on Kahn’s 
(1990) definition of personal engagement (May et al., 2004:31; Iddagoda et al., 
2016:93). May et al. (2004) performed principle component factor analysis to 
evaluate the distinctiveness of the three dimensions. More recent studies, 
including studies conducted in South Africa, also confirmed the single factor 
structure of engagement (Olivier & Rothmann, 2007:51; Van Zyl et al., 
2010b:8). Engagement is further operationalised as both an attitude and the 
behavioural actions taken by employees. Therefore, the physical dimension is 
synonymous with behavioural engagement (Iddagoda et al., 2016:93).  
The work engagement perspective operationalised engagement as consisting of 
the dimensions of vigour, dedication, and absorption, and is measured with the 
13-item Utrecht Work Engagement Scale (UWES) (Schaufeli & Salanova, 
2007:144). Individuals with vigour have abundant energy, enthusiasm and 
stamina while working. Dedication refers to being strongly involved in one's 
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work and experiencing a sense of meaning, significance, inspiration, pride, and 
challenge in performing work (Schaufeli & Bakker, 2003:5). Dedication is 
measured with five items in the UWES. Absorption, is characterised by 
individuals having full concentration and being happily engrossed in work tasks. 
Absorbed employees perceive time to pass quickly, get carried away, and find it 
difficult to detach themselves from work. The UWES measures this dimension 
with six items. Unlike the single factor construct of Kahn (1990), the work 
engagement construct has convincingly proven to be three-dimensional. 
Factorial validity shows the superior performance of the three-factor structure 
(with sub-scales measuring vigour, dedication and absorption) over a one-factor 
structure that assumes an undifferentiated engagement factor (Schaufeli, 
2013b:143).  
6.8 ORGANISATIONAL PERFORMANCE 
Organisational performance is considered to be a multi-dimensional concept 
(Van De Voorde, Paauwe & Van Veldhoven, 2012:394). Performance can be 
evaluated across different perspectives, and most of the results are considered 
tangible. Examples of some common indicators are cost reduction, profits, sales 
volume, asset turnover, equity turnover, and inventory turnover (Choudhary, 
Akhtar & Zaheer, 2013b:435).   
Organisations risk jeopardising future organisational performance by over-
emphasising financial performance at the expense of strategic performance 
(Ireland et al., 2012:357). Sim and Koh (2001:18) agree that traditional 
performance measurement systems are too narrowly focussed on financial 
measures and functional level performance and, as a result, often fail to 
enhance long-term business success. Ireland et al. (2012:357) state that this 
concern is addressed by utilising a balanced scorecard (BSC) approach, 
consisting of: 
• Financial performance measures (concerned with profitability, growth, and 
shareholder risk);  
• Customer performance measures (concerned with customer perceived value 
of organisational products/services);  
• Internal process performance measures (concerned with internal processes 
that create customer and shareholder satisfaction); and  
 217 
  
• Learning and innovation performance measures (concerned with creating a 
climate that supports employee growth, change and innovation).  
Measuring organisational performance is a critical aspect of organisational 
leadership, as continuous improvement relies on the ability to continually 
evaluate organisational performance (Shahin, Naftchali & Pool, 2014:292). For 
this reason, several authors report that organisations are effectively using the 
BSC approach as a comprehensive measure of organisational performance 
(LaChance, 2006:7; Flamholtz & Randle, 2012:90; Upadhyay & Palo, 2013:302; 
Shahin et al., 2014:292). Gallup (2013:107) reports that highly engaged 
organisations hold managers accountable by embedding organisational 
performance measures in the manager’s balanced scorecard. The BSC is then 
used as part of their job performance evaluation criteria. Accordingly, Da Silva, 
Tadashi and Kikuo (2005:73) presented the BSC model indicated in Figure 6.7 
below.   
Figure 6.7: The balanced scorecard  
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Source: Da Silva, Tadashi and Kikuo (2005:75) 
Da Silva et al. (2005:75) utilised the BSC in Figure 6.7 to promote a more 
holistic view of the business. The model serves as a means for organisations to 
not only monitor and control improvement processes, but also to continuously 
refine the level of business excellence. Strategic planning (SP) and the 
information analysis system (I) forms the center of the model in order to 
adequately align organisational efforts towards customer satisfaction, quality, 
and other operational objectives. It is suggested that the financial perspectives 
be aligned with business results (BR) requirements; the customer perspective 
should complement customer and market (C) requirements; internal and 
management process (MP) requirements should work together to develop core 
competencies; and leadership (L) and human resources (HR) capture learning 
and innovation that foster employees’ knowledge, skills and ability to adapt to 
change.  
Khomba, Vermaak and Hanif (2012:5774) caution that the BSC in its original 
form is not ideal for organisations based in Africa, due to the emphasis placed 
on shareholder wealth maximisation. The author maintains that the African 
socio-cultural context requires the inclusion of all stakeholders and, therefore, 
propose the development of an Africanised balanced scorecard. To this end, 
the present study includes Ubuntu to provide this Africanised approach. The 
BSC approach is regarded as suitable for this study, as it provides a range of 
balanced performance perspectives to measure the dependent relationships 
between variables.  
Based on this overview, the organisational performance construct in this study 
is operationalised as consisting of four sub-variables: financial performance, 
customer performance, internal process performance, and learning and 
innovation performance. These variables are operationalised in the following 
sections. 
6.8.1 Dependent variable: Financial performance 
Organisations are often reluctant to reveal actual objective financial 
performance data, thus urging researchers to obtain the information 
subjectively; this means that it is perception-based (Zulkiffli, 2014:392). 
Subjective measures allow researchers to compare performance across 
 219 
  
organisations and contexts, such as industry type, time horizons, cultures, and 
economic conditions (Song, Droge, Hanvanich & Calantone, 2005:265). 
Furthermore, it has been established that managers prefer subjective measures 
over objective measures, because the latter are often confidential. Researchers 
have confidence in using subjective scales, as these are widely used in 
academic literature and are highly correlated to objective organisational 
performance results (Song et al., 2005:265). 
Financial objectives communicate targets set by management for financial 
performance and often relate to revenue growth, profitability and return on 
investment (Gamble et al., 2013:23). Profitability in the accounting sense, is 
measured using organisational metrics and ratios that constitute profitability in 
the income statement, for example, return on equity, return on sales, and return 
on assets (Jay Bourgeois III, Ganz, Gonce & Nedell, 2014:212).  The financial 
performance variable selected for this study is therefore profitability. Profit is the 
most common measure of the different financial measures used to assess the 
impact of human resources on organisational performance (Paauwe, 2009:135). 
Empirical studies often use profitability as a stand-alone measure to evaluate 
financial performance, further demonstrating the importance of the variable in 
assessing overall organisational performance (Mariappanadar & Kramar, 
2014:208). The operationalisation of organisational performance will, therefore, 
evaluate respondents’ perceptions regarding profitability as a dependent 
variable.  
• Profitability 
Profitability is defined as the efficiency with which an organisation utilises its 
capital to generate turnover (Els, Erasmus, Viviers, Alsemgeest, du Toit, 
Ngwenya & Thomas, 2014:74). Organisations typically measure the level of 
income and expenses in relation to each other in order to determine profitability, 
with the aim of increasing income and minimise expenses (Amah & Ahiauzu, 
2013:664). Profit is regarded as one of the main reasons for venturing into 
business, and is considered a primary goal of all for-profit business ventures 
(Amah & Ahiauzu, 2013:664). The measurement of profitability is widely used 
as a dependent variable in studies of human resource practices and 
organisational behaviour (Schuler & Jackson, 2014:35).  
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Scholars measure profitability by using questionnaire items that evaluate 
perceptions of profitability over time, or in comparison to competitors. 
Mariappanadar and Kramar (2014:208) measured profitability by asking 
respondents to compare the performance of their organisation to other 
organisations in the same sector. Chi and Gursoy (2009:249) required that 
managers rate profitability, return on investment and net profit relative to three 
major competitors during the past 12 months.  Harter, Schmidt and Hayes 
(2002:271) operationalised profitability by expressing profit as a percentage of 
sales revenue. The authors found that profitability was more accurately 
expressed as a variable measuring relative performance over time. This 
required that respondents state perceived current profitability against past 
profitability performance. These instances confirm that profitability is a well-
defined and measurable variable, included in previous empirical studies.  
6.8.2 Dependent variable: Customer performance 
Customer performance relates to the assessment of the organisation’s ability to 
anticipate customers’ needs and the effectiveness of service practices. It further 
involves measuring the percentage of repeat business or customer loyalty, and 
the quality of communications with customers (Ireland et al., 2012:357). For this 
study, customer performance will be measured by customer satisfaction and 
customer loyalty, as discussed below. 
(a) Customer satisfaction 
Customer satisfaction is defined as the specific measure of whether customer 
perceptions meet or exceed customer expectations (Hoffman, Czinkota, 
Dickson, Dunne & Griffin, 2004:329). Meeting and exceeding customer 
expectations creates a number of benefits for organisations, hence, the 
significance of the concept cannot be overstated. Academic literature is replete 
with information relating to the importance, measuring, and analysis of the topic 
of customer satisfaction (Fernández-González & Prado, 2007:501). The general 
consensus is that customer satisfaction, resulting from meeting and exceeding 
customer expectations and needs, results in important organisational outcomes 
of revenue and profit (Navickas & Navikaite, 2014:51).  
A significantly reliable and valid scale is required to study customer satisfaction 
across a diverse sample of organisations (Schneider et al., 2009:24). 
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Furthermore, it is important to differentiate organisational variables as 
experienced by employees and the relationships of these experiences to 
customer satisfaction. In order to measure the degree of satisfaction, 
organisations use diverse methods; the survey method is probably the most 
frequently used method (Fernández-González & Prado, 2007:501). Schneider 
et al. (2009:24) consider the American Customer Satisfaction Index (ACSI) to 
be a reliable, standardised measure to evaluate customer satisfaction. 
Fernández-González and Prado (2007:501) concur, stating that the ACSI is a 
popular cross-industry and cross-organisational measurement tool.  
Empirical evidence clearly demonstrates the important role played by human 
resource management in customer satisfaction (Chuang & Liao, 2010). More 
research is, however, still required to understand the impact of true customer 
orientation for organisational design, employee behaviour and HR processes 
(Schuler & Jackson, 2014:45). Organisations often fail to see the important link 
between engaging employees in order to satisfy customers, which results in 
action taken to satisfy customers at the expense of employees. Gradually, such 
business models are attracting attention from customers who recognise that 
achieving sustainability requires a balanced approach that satisfies customers, 
while concurrently attending to employees’ safety, health, well-being and 
engagement (Van De Voorde et al., 2012).  
(b) Customer loyalty 
Customer loyalty is defined as the repeat or consistent purchase behaviour and 
favourable attitudes that result from psychological decisions made by customers 
(Jacoby & Kyner, 1973:2; McCain, Jang & Hu, 2005:466). Hallowell (1996:28) 
similarly defines customer loyalty as consisting of an attitudinal component and 
a behavioural component. The author explains that different feelings create an 
individual’s overall attachment to a product, service, or organisation that 
determines the individual’s cognitive degree of loyalty. Behavioural examples of 
customer loyalty include continuing to purchase services from the same 
supplier, increasing the scale and/or scope of a relationship, or the act of 
recommendation.  
Customer loyalty can be achieved by offering customers specialised products or 
services not available from competitors (Foster, 2009:179). Products and 
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services that intrigue and excite customers typically lead to loyal customers. 
Customers recognise and value these outstanding products and services 
offered to them and, over time, exhibit loyalty behaviours, such as continued 
purchasing and increased referrals (Chi & Gursoy, 2009:245). These loyalty 
behaviours result in both profitability and market share increases for 
organisations. Therefore, satisfied customers result in loyal customers when 
customers perceive employee effort and competency in delivering a quality 
product or service (Salanova, Agut & Peiró, 2005:1217).    
Salanova, Agut and Peiró (2005:1220) measure customer loyalty by evaluating 
the likelihood of customers returning for further service, and engaging in 
positive word-of-mouth behaviours. Schaufeli and Salanova (2007:512) 
rationalised that increasing employee engagement improved the service climate 
of organisations, which, in turn, increased customer loyalty. Similarly, Harter et 
al. (2002) showed that the degree of employee engagement was positively 
related to customer satisfaction and customer loyalty.  
Based on the discussion above, it can be concluded that customer 
performance, as measured by customer satisfaction and customer loyalty, is a 
well-defined and measurable variable for this study. 
6.8.3 Dependent variable: Internal process performance 
Internal process performance measures and evaluates the processes that 
organisations are required to emphasise in order to successfully utilise their 
competitive advantage (Ireland et al., 2012:357). In this study, it will assessed 
by measuring productivity and quality.  
(a) Productivity 
The basic formula for productivity expresses process outputs as the proportion 
of process inputs (Heizer & Render, 2013). Productivity varies as interest 
focuses on a specific output or input, or a set of outputs or inputs. At the 
organisational level, productivity improvement usually leads to greater profits. At 
a macro level, productivity improvement in an economy usually leads to a 
higher standard of living. Productivity improvement means increasing perceived 
value either through reducing inputs while keeping output constant, or 
increasing output while keeping inputs constant (Heizer & Render, 2013).  
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Increasing output requires employees to commit themselves to apply 
discretionary effort in completing tasks. Insights from the Corporate Leadership 
Council (2004:42) report show that committed employees try 57 percent harder 
and perform 20 percent better than non-committed employees. Harter et al. 
(2002:271) report on 24 studies from 21 organisations that included measures 
of productivity. These measures of business-unit productivity consisted of 
revenue figures, revenue-per-person figures, revenue per patient, or a 
managerial evaluation based on all available productivity measures. Based on 
the productivity measure, certain business units were measured on a 
dichotomous scale as either less successful or top-performing business units.  
Productivity can, therefore, be operationalised as the measurement of 
perceived increases in output while maintaining the same input, or decreased 
input while maintaining the same output.  
(b) Quality 
Quality is defined as the sum of features and characteristics of a product or 
service, which bears on its ability to satisfy stated or implied customer needs 
(Heizer & Render, 2013:245). Employees are pivotal to improving quality, and 
engaged employees contribute to the quality of products and services, and to 
customer satisfaction. The opposite is also true, as disengaged employees 
disregard their contribution to quality (Minton-Eversole, 2007:20). Based on the 
important role that quality plays in business performance and sustainability, 
many top-performing businesses have implemented a robust quality 
management system (Smith, Bester & Moll, 2011:76). 
The term ‘quality’ is used in various contexts throughout literature. Key quality 
concepts include quality control (QC), quality assurance (QA), and total quality 
management (TQM). Trollip (2009:3) states that quality control involves 
evaluating whether preset specifications or standards have been achieved. It 
includes all test inspections and monitoring activities. Quality assurance 
includes all activities that are concerned with preventing non-conformance from 
occurring in the first place. This requires all aspects of quality to be properly 
planned into the product or process before production starts. Typical QA 
activities include developing detailed standards, documenting procedures, 
making everyone aware of their responsibilities, training and education, and 
establishing effective controls.  
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Sun, Hui, Tam and Frick (2000:350) investigated the relationship between 
quality, employee involvement and business performance. The authors report 
that empowerment results in more satisfied customers and employees.  
Based on the literature in this section, it can be concluded that internal process 
performance, including the elements of productivity and quality, is a well-defined 
and measurable variable. 
6.8.4 Dependent variable: Learning and innovation 
The learning and innovation perspective considers the ability of the organisation 
to improve its performance and adapt to change (Perkins, Grey & Remmers, 
2014:156). The measure further evaluates the introduction of new products and 
services with an emphasis on innovation (Ireland et al., 2012:357). For the 
purpose of this study, organisational learning and innovation are used to 
measure this dependant variable.  
(a) Organisational learning 
Organisational learning is defined as the process of collecting, sharing and 
interpreting information, to promote organisational outcomes (Choudhary et al., 
2013:435). Organisational learning is, therefore, the outcome of absorbing 
external and internal information, and transforming and applying this knowledge 
to create new knowledge for the organisation (García-Morales, Lloréns-Montes 
& Verdú-Jover, 2008:300). The capability of organisations to learn can further 
be described as the managerial practices, mechanisms, and management 
structures that can be implemented to promote learning in an organisation 
(Goh, Elliott & Quon, 2012:94). Organisational learning allows organisations to 
develop new skills and knowledge, thereby increasing the organisation’s 
capacity to carry out effective actions and improvements in organisational 
performance.  
Choudhary et al. (2013:437) established that the existence and extent of 
organisational learning is evaluated through understanding:  
• How much new and relevant knowledge has been applied in the 
organisation, which provided competitive advantage; 
• The critical capacities and skills employees acquired that provided 
competitive advantage, and 
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• The degree of organisational improvements that have been influenced by 
new information entering the organisation.  
 
(b) Innovation 
Innovation is defined as the act of creating a new process or product, and 
includes invention as well as the work required to bring an idea or concept into 
final form (PDMA, 2004). Innovation can further be defined as the process of 
acquiring externally or internally generated systems, devices, programs, 
policies, processes, products or services that are new to the adopting 
organisation (Rosenbusch, Brinckmann & Bausch, 2011:443). Organisations 
expect employees to be engaged in their work, show initiative and be innovative 
(Schaufeli & Salanova, 2007). Organisational innovation is, therefore, widely 
regarded as critical in improving organisational performance (Aragón-Correa, 
García-Morales & Cordón-Pozo, 2007:349). In order to achieve this, it is 
suggested that organisations arrange working conditions with sufficient 
motivating and energising resources.  
A positive and reciprocal relationship was established between work 
engagement, employees’ personal initiative and pursuing learning goals 
(Sonnentag, 2003:525). Similarly, Hakanen, Perhoniemi and Toppinen-Tanner 
(2008:81) found that personal initiative had a positive impact on work-unit 
innovativeness over time. The study operationalised innovativeness as a 
dependent variable, through which Hakanen et al. (2008:81) confirmed that 
organisations’ overall innovativeness stems from employees taking personal 
initiative when engaged through the availability of job resources.  
Based on the operationalised variables of organisational performance and the 
operationalisation of employment engagement (section 6.6), the following is 
hypothesised: 
H3a : There is a positive relationship between employee engagement and 
financial performance. 
 
H3b : There is a positive relationship between employee engagement and 
customer performance. 
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H3c : There is a positive relationship between employee engagement and 
internal process performance. 
 
H3d : There is a positive relationship between employee engagement and 
learning and innovation performance. 
 
6.9 RELATIONSHIP BETWEEN UBUNTU LEADERSHIP AND 
ORGANISATIONAL PERFORMANCE 
Muchiri (2011:447) proposes that organisational leaders harness Ubuntu to 
improve employee behaviours towards organisational effectiveness. Promoting 
the Ubuntu philosophy is hypothesised to influence employees’ general 
satisfaction, high levels of effort and performance, organisational commitment, 
confidence, as well as trust and loyalty given to the leader. Mangaliso and 
Damane (2001:23) argue that practising Ubuntu in the workplace can lead to 
competitive advantage for organisations. Ubuntu values of solidarity must be 
optimised, as sustainable competitive advantage is derived from strong loyalty 
to group goals in Ubuntu.  
Prinsloo (2000:280) notes that treating employees with mutual respect will 
ultimately increase productivity. The author suggests promoting productivity by 
communicating and capturing the organisations’ vision by means of songs, 
slogans, tribal dancing, eating and drinking, and honouring the best workers. 
Similarly, McFarlin, Coster and Mogale-Pretorius (1999:75) suggest that 
following an Africanised framework for management development should be 
based on Ubuntu values. Training leaders on Ubuntu principles could improve 
productivity and reduce employees’ turnover intention.  
Against this background, the following hypothesis is formulated: 
H4: There is a positive relationship between an Ubuntu Leadership style and 
organisational performance.  
6.10 RELATIONSHIP BETWEEN SERVANT LEADERSHIP AND 
ORGANISATIONAL PERFORMANCE 
The outcomes of servant leadership are important to study as they enable the 
evaluation of how this form of leadership leads to more productive employees 
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and, ultimately, more profitable organisations (Rubio-Sanchez et al., 2013:128). 
A key driver of profitability in organisations is sales revenue or turnover. 
Organisational performance and individual performance are positively impacted 
through servant leaders’ promotion of customer service orientation in the 
workplace (Hunter et al., 2013). Jaramillo, Grisaffe, Chonko and Roberts 
(2009:257) found that servant leadership was related to sales personnel 
customer orientation. This, in turn, increased organisational performance and 
customer-directed helping behaviour.   
Servant leadership in the workplace was found to improve productivity, increase 
customer satisfaction, reduce turnover, improve safety, increase loyalty, and an 
overall improvement in employee engagement (Whorton, 2014:134). The 
improvement of these organisational outcomes drives operational performance 
and profit. Joseph and Winston (2005:16) emphasise that managers can 
improve organisational performance through the practice of servant leadership 
behaviours that increase trust in the manager and in the organisation. Melchar 
and Bosco (2010:84) concur that servant leadership is an important factor for 
growth in net profit, through the promotion of a culture that increases this 
income.  
Kwak and Kim (2015) examined the relationship between employees’ individual- 
and group-level OCBs, and supervisors’ servant leadership on customers’ 
perceptions of service quality. The authors found that supervisors’ servant 
leadership impacted on customers’ service-quality rating, and that it was 
mediated by both individual- and group-level OCBs performed by the 
employees who served the customers. Kwak and Kim (2015) concluded that 
servant leadership resulted in desirable organisational outcomes of high-quality 
customer service, by leading the followers to perform tasks in a pro-social 
manner. 
Against the background covered in this section, the following is hypothesised: 
H5 : There is a positive relationship between the Servant Leadership style 
and organisational performance. 
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6.11 CONCLUSION 
The purpose of this chapter was to operationalise the research variables of the 
study, based on the hypothesised model. The dependent variable - 
organisational performance - was operationalised as consisting of four sub-
variables, based on the Balanced Scorecard approach. These sub-variables are 
financial performance, customer performance, internal process performance, 
and learning and innovation performance. Employee engagement, as the 
mediating variable of the model, was operationalised based on the personal 
engagement and work engagement perspectives. Based on previous empirical 
studies, the relationship between employee engagement and the sub-variables 
of organisational performance were developed. Ubuntu leadership and Servant 
leadership were operationalised as the independent variables that have a 
positive influence on employee engagement.  
Ubuntu leadership, in this study, is conceptualised as uniquely different and 
superior to other dominant leadership styles. For this reason, it has been 
hypothesised that there are significant differences between Ubuntu and Servant 
leadership behaviours. The relationships between Ubuntu leadership and 
Servant leadership have also been hypothesised as having a direct positive 
relationship with organisational performance.  
Several empirical studies supporting these hypothesised relationships were 
discussed. It can be concluded that all the studied variables have been 
adequately defined and are measurable. The next chapter will focus on the 
research design and methodology that will be used to test the stated 
hypotheses in order to achieve the objectives of the study. 
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CHAPTER SEVEN 
RESEARCH DESIGN AND METHODOLOGY 
7.1 INTRODUCTION 
The previous chapter operationalised the research variables of the study, based 
on the hypothesised model. Organisational performance, as the dependent 
variable, was operationalised as consisting of four sub-variables, based on the 
Balanced Scorecard approach. These sub-variables are: financial performance, 
customer performance, internal process performance, and learning and 
innovation performance (Ireland et al., 2012:357). Employee engagement, as 
the mediating variable of the model, was operationalised based on the personal 
engagement and work engagement perspectives (Kahn, 1990; Schaufeli et al., 
2002; May et al., 2004; Saks, 2006). Based on previous empirical studies, the 
relationship between employee engagement and the sub-variables of 
organisational performance were developed. Ubuntu leadership and Servant 
leadership were operationalised as the independent variables that have a 
positive influence on employee engagement. In addition, Ubuntu and Servant 
leadership are also hypothesised to have a direct influence on organisational 
performance.  
This chapter elaborates on the research design and methodology used to 
achieve the primary objective of the study. The chapter presents the 
methodology and statistical procedures utilised for the research design and 
explains how the hypothesised model, introduced in Chapter Six, was 
empirically tested. The population and sampling techniques are discussed. The 
measuring instrument of the study was a questionnaire that required 
respondents to state their perceptions of their leader’s Ubuntu and Servant 
leadership styles, and the performance of their organisation. Respondents were 
further required to self-report on their state of employee engagement. A 
summary of the biographical information of the participants is presented in this 
chapter, as well as an overview of the research instrument design and the 
administration of the questionnaire. The statistical methods used to assess the 
validity and reliability of the results are also explained herein. The chapter also 
elaborates on the ethical implications considered during the research process.  
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7.2 PURPOSE OF THE STUDY 
The purpose of this study is to investigate perceptions regarding the impact of 
Ubuntu and Servant leadership on employee engagement in the workplace. The 
research attempts to ascertain the extent to which concepts of Ubuntu and 
Servant leadership can be utilised by organisational leaders to engage 
employees, in order to improve the performance of the organisation.   It is 
widely acknowledged that the majority of contemporary leadership theory is 
derived from European and American philosophy and research (Werner, 
2011:369; Shutte, 2001). The ensuing knowledge from these theories on 
leadership and management has been accumulated in developed Western and 
Eastern countries. African thought leaders are in agreement that there is a 
growing need for conceptualising and researching leadership in a distinctly 
African way (Luthans et al., 2004; van Rensburg, 2007).  
This study, consequently, adds to the theory of African leadership by exploring 
the concept of Ubuntu in relation to established concepts of employee 
engagement and organisational performance. Servant leadership is further 
utilised to differentiate and emphasise the unique contribution of Ubuntu, in 
contrast to existing leadership styles. The research objectives outlined below 
were pursued in this research project. 
7.2.1 Primary research objective 
The primary objective of this study is to investigate perceptions regarding the 
impact of Ubuntu and Servant leadership on employee engagement in the 
workplace. 
7.2.2 Secondary research objectives 
To achieve the primary objective, the following secondary objectives were 
pursued: 
• Literature reviews were conducted on the topics of Ubuntu, Servant 
leadership, employee engagement and organisational performance.  
• Leadership practices in organisations of the Eastern Cape province of South 
African were critically evaluated. 
• A valid instrument was developed to measure Ubuntu as a leadership 
construct. 
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• Perceptions regarding the impact of Ubuntu and Servant leadership styles 
on employee engagement were evaluated. 
• Guidelines are developed to improve organisational performance by 
integrating Ubuntu and Servant leadership practices with employee 
engagement initiatives.  
The study attempts to answer the following research questions: 
7.2.3 Main research question 
To what extent can the concepts of Ubuntu and Servant leadership be utilised 
by organisational leaders to engage employees, in order to improve 
organisational performance?   
7.2.4 Research sub-questions 
• What is the relationship between Ubuntu leadership and employee 
engagement? 
• What is the relationship between Servant leadership and employee 
engagement? 
• Does an Ubuntu leadership style influence organisational performance when 
mediated by employee engagement? 
• Does a Servant leadership style influence organisational performance when 
mediated by employee engagement? 
• Is there a significant difference between the Ubuntu leadership style and 
Servant leadership style? 
7.3 RESEARCH PARADIGM AND METHODOLOGY 
The type of research paradigm adopted by the researcher has a significant 
bearing on the chosen research methodology (Collis & Hussey, 2003:55). The 
following sections provide an overview of the different research paradigms and 
methodologies, as well as the reasons for the selected paradigm and the 
methodology adopted in this study. 
7.3.1 Research paradigm 
Research is defined as the systematic process of collecting, analysing, and 
interpreting information in order to increase the understanding of phenomena 
that researchers are interested in, or concerned about (Leedy & Ormrod, 
2009:2). Collis and Hussey (2003:46) state that a paradigm refers to the 
progress of scientific practice, based on people’s philosophies and assumptions 
 232 
  
about the world and the nature of knowledge. A research paradigm is, therefore, 
the assumptions and knowledge of how research should be conducted. 
Research differs from information gathering and decision making, as research is 
based on an open system of thought, the critical examination of data, and 
findings that are generalised within specified limits (Struwig & Stead, 2013:2). 
Two main paradigms are followed in research, namely, the positivistic paradigm 
and the phenomenological paradigm (Collis & Hussey, 2003:47). The 
phenomenological paradigm is concerned with understanding human behaviour 
from the participant’s own frame of reference. Leedy and Ormrod (2009:141) 
state that a phenomenological study attempts to understand people’s 
perceptions, perspectives and understandings of a particular situation. 
Phenomenological research draws conclusions from empirical observations. 
This concept is known as induction or inductive reasoning (Ghauri & Gronhaug, 
2010:15). The process of induction, therefore, goes from research observations 
to findings, which consequently enables the researcher to build new theory by 
incorporating findings back into existing knowledge. 
The positivistic paradigm seeks the facts or causes of social phenomena with 
little regard to the subjective state of the individual (Collis & Hussey, 2003:13). 
Neuman (2009) further describes positivism as a combination of the deductive 
approach and the precise measurement of quantitative data, which enables 
researchers to identify the causal relationships that assist in predicting human 
behaviour. Ghauri and Gronhaug (2010:15) concur, by stating that, in positivistic 
research, conclusions are drawn from logical reasoning, which is referred to as 
deduction or deductive reasoning. This process involves building hypotheses 
from existing literature, thereafter subjecting the existing knowledge to empirical 
scrutiny or testing. The result of the empirical testing allows the researcher to 
either accept or reject the stated hypotheses (Ghauri & Gronhaug, 2010:15).  
Twelve hypotheses have been formulated in this study, based on the existing 
literature of Ubuntu and Servant leadership, employee engagement and 
organisational performance reviewed. An additional 14 hypotheses were 
developed to evaluate the impact of the demographic variables on the 
independent and mediating variables of the study. These hypotheses have 
been subjected to empirical testing through surveying respondents using a 
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questionnaire developed for the study.  The analysis of the data gathered from 
the research allows the researcher to draw conclusions regarding the constructs 
under study. Pellissier (2008:19) notes that positivistic research is appropriate 
for the examination of specific data for large numbers and for testing 
hypotheses. Matthews and Ross (2010:27) concur that the positivistic approach 
holds that there is a social reality to study that is independent of the researcher 
and the research subjects. The authors outline the following distinct features of 
the positivistic paradigm: 
• Knowledge is defined by aspects that can be observed by the senses. 
• Knowledge of social phenomenon A is based on what can be observed and 
recorded, and not on subjective understandings. 
• Usually, data are gathered to test hypotheses which have been generated 
from existing theory. 
• The researcher is independent of and has no impact on the data; the 
researcher is objective. 
Table 7.1, below, was utilised to further assist the researcher in deciding which 
research paradigm was most suitable for this study. 
Table 7.1: Research paradigm decision table 
Use this 
approach if: Positivistic 
Phenomenologic
al 
Applies to 
positivistic 
Applies to 
phenomenol-
ogical 
1. Researcher 
believes that: 
There is an 
objective reality 
that can be 
measured 
Multiple 
constructed 
realities are 
measurable 
Yes Yes 
2. Research 
population is: 
Familiar with or 
supportive of 
quantitative 
studies 
Familiar with or 
supportive of 
qualitative studies 
Yes No 
3. The research 
question is: 
Confirmatory, 
predictive 
Exploratory, 
interpretive Yes No 
4.The available 
literature is: Relatively large Limited or missing Yes No 
5.The research 
focus: 
Covers a lot of 
breadth 
Involves in-depth 
study Yes No 
 
 
 234 
  
Table 7.1 (continued): Research paradigm decision table 
Use this 
approach if: Positivistic 
Phenomenolog
ical 
Applies to 
positivistic 
Applies to 
phenomenol-
ogical 
6. Research 
time available is: Relatively short Relatively long Yes No 
7. Researcher’s 
ability or desire 
to work with 
people is: 
Medium to low High Yes Yes 
8. Researcher’s 
desire for 
structure is: 
High Low Yes No 
9. Researcher 
has skill in the 
area(s) of: 
Statistics and 
deductive 
reasoning 
Attention to 
detail and 
inductive 
reasoning 
Yes No 
10. 
Researcher’s 
writing skills are 
strong in the 
area of: 
Technical, 
scientific writing 
Literary, 
narrative writing Yes Yes 
Source: Adapted from Leedy and Ormrod (2009:107) 
From Table 7.1, it can be concluded that all ten decision criteria favour the 
positivistic paradigm for this study. The study only meets three criteria of the 
phenomenological paradigm. The objective realities of leadership, employee 
engagement and organisational performance were assessed by using a 
measuring instrument in the form of a questionnaire. The extensive literature 
reviews discussed in Chapters Three to Five confirm that the available literature 
is relatively large. The researcher’s statistical and technical writing skills were 
also considered, and found to be favourable towards the positivistic paradigm.  
Ubuntu and Servant leadership attributes are observable through the 
behaviours that leaders exhibit. Similarly, engaged employees’ workplace 
behaviours can be observed and recorded (Saks, 2006). Typical engagement 
behaviours include being absorbed in tasks, and displaying vigour and 
dedication in the execution of daily work activities (Schaufeli & Bakker, 2003:5). 
The relationships between the different variables have been hypothesised to 
exist, and empirical data was gathered objectively to show support (or lack of 
support) for these hypothesised relationships. Consequently, the positivistic 
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paradigm is adopted as the most suitable research paradigm to follow for this 
study.  
7.3.2 Research methodology 
Research methodology is defined as the overall approach to the research 
process taken by a researcher in order to carry out the research project, from 
theory to the collection and analysis of the data (Collis & Hussey, 2003: 55; 
Leedy & Ormrod, 2009:12). The research methodology dictates, to a certain 
extent, the particular tools that the researcher will use. In addition, selecting the 
specific research approach and methods is influenced by the background and 
values of the researcher, and determines the relationship between the methods, 
data, and theory (Ghauri & Gronhaug, 2010:14). Struwig and Stead (2013:6) 
clarify that the most common research methods to conduct quantitative 
research are the exploratory, descriptive, experimental and quasi-experimental 
methods. Experimental research methods address research questions 
concerning causality, and set out to determine the extent of the influence of the 
independent variables on the dependent variables (Zikmund et al., 2009:271). 
The quasi-experimental method is similar to the experimental method, with the 
exception that participants are not randomly assigned to groups (Struwig & 
Stead, 2013:9). The descriptive research method seeks to describe the 
characteristics of people, groups and organisations or environments (Zikmund 
et al., 2009:54). Exploratory research attempts to explore social phenomena 
where there is limited prior understanding of the research problem (Matthews & 
Ross, 2010:57).  
Exploratory research is appropriate when a researcher wishes to develop a 
research question and frame an idea (Neuman, 2009). The relationship 
between Ubuntu and Servant leadership, and employee engagement, poses a 
significant research gap. This study attempts to frame an idea that the African 
concept of Ubuntu can improve organisational performance directly and, when 
mediated, by employee engagement. Researching the relationships between 
these constructs is therefore exploratory in nature.  
Quantitative business research can further be defined as business research that 
addresses research objectives through empirical assessments (Zikmund et al., 
2009:134). Empirical assessments are based on available evidence or data that 
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have been gathered to answer research questions or stated hypotheses 
(Matthews & Ross, 2010:23).  Empirical studies further draw conclusions from 
sample data by using calculated measures and visual plots (Pellissier, 
2008:28). These assessments encompass numerical measurements and 
analysis approaches.  The research questions and objectives related to this 
study are outlined in section 7.2. The study sets out to address these objectives 
by gathering data about respondents’ perceptions of the different constructs of 
Ubuntu and Servant leadership, employee engagement and organisational 
performance. The numerical measurements were taken by means of 
questionnaires administered to respondents.  
7.4 RESEARCH DESIGN 
The research design is the overall plan for relating the conceptual research 
problem to relevant and practical empirical research (Ghauri & Gronhaug, 
2010:54). Designing the research requires that the researcher reflects on the 
research questions to ensure that the data collected addresses the research 
questions (Matthews & Ross, 2010:111).  
7.4.1 Population 
A population is defined as any comprehensive body or group of people, or any 
assortment of items under consideration, for the purpose of conducting research 
(Collis & Hussey, 2009:56). A population is further considered to be a group of 
entities that share a common set of characteristics, and is the total aggregate of all 
the elements of a particular study (Zikmund et al., 2009:656; Struwig & Stead, 
2013:114). Struwig and Stead (2013:115) state that the population can be 
demarcated in terms of the units and extent of the population, as well as the time 
frame of the study (see Table 7.2 further below). Based on Table 7.2, the target 
population of this study are all employees of privately owned and for-profit 
business organisations situated in the Eastern Cape Province of South Africa. 
The extent of the population are employees employed during the time period of 
data collection, that is, August 2016.  StatsSA (2016b:xii) reports that a total of 
556 000 people were employed in the Eastern Cape metropolitan areas at the 
end of July 2016. 
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7.4.2 Sampling procedure 
Due diligence should be paid to sampling issues in order to ensure that the 
research findings can legitimately be generalised to the wider population 
(Struwig & Stead, 2013:5). A sample is defined as a relatively small subset of a 
population or group of participants carefully selected to represent the population 
and the main interest of the study (Zikmund et al., 2009:413). Sampling is 
further described as the act, process or technique of selecting a representative 
part of a population for the purpose of determining the characteristics of the 
population (Coldwell & Herbst, 2004:74). The steps to be followed in selecting a 
sample are outlined in Table 7.2, further below. 
7.4.3 Sampling frame and method 
A sampling frame is defined as a list of elements from which a sample may be 
drawn (Zikmund et al., 2009:391). Based on the definition provided in Table 7.2, 
the sampling frame for this study is regional businesses identified from the 
population of all registered, for-profit, and privately-owned organisations in the 
Eastern Cape Province of South Africa.  
Table 7.2: Sampling procedure 
Steps Description Application to study 
Define the 
population 
The population is defined in terms 
of: 
1. Elements 
2. Units 
3. Extent 
4. Time 
 
 
• Employees 
• Private organisations 
• Eastern Cape Province 
• August 2016  
Specify sampling 
frame 
The elements of the population 
are specified, for example, a 
telephone or business directory 
Nelson Mandela Business 
Chamber 
Border-Kei Business Chamber 
Specify sampling 
unit 
The method used to select the 
sample elements is stated 
Non-probability; convenience 
sampling and snowball sampling 
Determine the 
sample size 
Decide how many elements of the 
population are to be sampled 
400 employees (Leedy & Ormrod, 
2009:214)  
Specify a sampling 
plan 
The operational procedure for 
selecting the sampling unit must 
be mentioned 
Random organisations listed in 
regional business directories 
Select the sample List the place and fieldwork 
necessary for the selection of the 
sample 
Nelson Mandela Bay & East 
London metropolitan areas; 
Fieldworkers and online survey 
Source: Adapted from Struwig and Stead (2013:115)  
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Using Table 7.2 as the basis for defining the sampling frame and units, the 
sampling frame for this study was obtained by accessing a regional business 
directory of organisations situated in the Eastern Cape Province. The lists were 
accessed through the internet website for the Nelson Mandela Bay Business 
Chamber for organisations situated in the greater Nelson Mandela Bay region. 
The website of the Border-Kei Business Chamber of Business helped the 
researcher to identify organisations situated in the East London and Eastern 
Cape Border regions. Businesses in these directories are categorised based on 
the type of products or services they provide. This allowed the researcher to 
target organisations with the aim of covering various types of industries. 
Random organisations, across different activity types and economic sectors, 
were targeted. These organisations were contacted telephonically, and 
requested to participate in the survey.  
Sampling methods can be divided into two broad categories: probability and 
non-probability sampling (Ghauri & Gronhaug, 2010:138). In probability 
samples, each unit has a known, non-zero chance of being included in the 
sample, allowing statistical inferences to be made. Non-probability sampling is 
the technique whereby units of the sample are selected on the basis of personal 
judgement or convenience. The probability of any particular member of the 
population being chosen is unknown (Zikmund et al., 2009:395). Non-probability 
sampling is an appropriate method to use when it is difficult to determine who 
the entire population is, or when it is difficult to gain access to the entire 
population (du Plooy-Cilliers et al., 2014:136). Based on the extent and the 
geographical area that the population covers, the non-probability sampling 
method was used for this study.  
A convenience sample is a type of non-probability sampling with units that the 
researcher selects based on ease of access or opportuneness (Ghauri & 
Gronhaug, 2010:139). Convenience sampling is typically used by researchers 
when a large number of completed questionnaires are required rapidly, cost 
effectively, and when it is difficult to obtain a sample using other techniques 
(Zikmund et al., 2009:424). Leedy and Ormrod (2009:212) state that 
convenience sampling is appropriate for less demanding research problems. 
The convenience sampling method was, therefore, deemed appropriate for this 
study. Readily accessible organisations from the online business directories 
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were selected. Employees from these organisations, and others that were 
known and easily reachable by the researcher and field workers, were selected 
to participate in the study.  
Matthews and Ross (2010:166) indicate that the initial group sampled are often 
part of a bigger network. Respondents from the initial sample may refer 
additional respondents with similar characteristics to be included in the study. 
This method is known as snowball sampling (Struwig & Stead, 2013:118). For 
this study, snowball sampling was employed by requesting that respondents 
identify further potential respondents deemed appropriate for inclusion. 
Snowball sampling was also employed through the online administration of the 
questionnaire, using survey software. Respondents were requested to provide 
referrals by providing e-mail contacts in their personal and professional 
networks. Automated invitations were sent to the identified e-mail referrals. The 
convenience sampling method was, therefore, combined with snowball 
sampling to increase the sample size.  
7.4.4 Sample size 
It is generally accepted that the larger the sample size, the more accurate the 
research (Zikmund et al., 2009:432). The sample should be proportionately 
large enough to be representative of the population. However, for populations 
greater than 5000 the population size becomes irrelevant, and a sample size of 
400 is deemed adequate (Leedy & Ormrod, 2009:214). The heterogeneity of the 
population, the magnitude of acceptable error, and confidence level are further 
considerations for selecting an appropriate sample size (Zikmund et al., 
2009:433). Considering the population size of 556 000 employees employed in 
the metropolitan areas of the Eastern Cape Province (StatsSA, 2016b:xii), as 
well as the heterogeneous nature of the population and a desired confidence 
level of 95 percent, the targeted sample size for this study was 400 responses. 
A sample size of 428 was achieved at the end of the survey process (see Table 
7.4 for details). Employees at various occupation levels within the targeted 
organisations were identified to participate in the study.   
7.5 DATA COLLECTION 
Both primary and secondary data was collected for the study. 
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7.5.1 Secondary data 
Secondary data is defined as data previously produced by others (Matthews & 
Ross, 2010:285). In this study, secondary data was collected by means of an 
extensive literature review of the theoretical constructs of Ubuntu and Servant 
leadership, employee engagement and organisational performance. The review 
described the different theoretical perspectives underpinning these constructs, 
and examined previous research findings. The reviews were conducted using 
national and international library databases of peer-reviewed journal articles 
and reports, including Sabinet, SAe publications, Emerald, JSTOR, 
EBSCOhost, Google Scholar, ScienceDirect and SAGE. In addition, secondary 
data was obtained using books and internet sources.  
7.5.2 Primary data 
Zikmund et al. (2009) define primary data as data collected and assembled 
specifically for the current study. Survey research refers to a data collection tool 
that consists of a series of questions designed to gather information about a 
relatively large group of people (Ghauri & Gronhaug, 2010:148). Surveys using 
questionnaires are effective tools to gather primary data, as questionnaires 
garner opinions, attitudes and descriptions, as well as capture cause-and-effect 
relationships between variables. A questionnaire is defined as a set of 
questions that can be answered by the research participants in a set of ways 
(Matthews & Ross, 2010:201). It consists of questions that each have a range 
of answers, and enables standardised and relatively structured data to be 
gathered about each of the relatively large number of cases. Two main types of 
questionnaires are used in research, namely, interviewer administered 
questionnaires and self-administered questionnaires (Struwig & Stead, 
2013:93).   
Primary data for this study was collected by means of the survey method using 
a combination of self-administered paper-based questionnaires and electronic 
questionnaires administered online through the World Wide Web. The objective 
of using questionnaires in this study was to elicit the perceptions of respondents 
regarding the Ubuntu and Servant leadership behaviours of their immediate 
superiors. In addition, the questionnaire also measured the effect that these 
leadership behaviours have on the participants’ psychological state of 
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engagement, and whether this state impacts on the performance of their 
organisation.  
7.6 QUESTIONNAIRE DESIGN  
Quantitative research relies extensively on measuring concepts with scales in 
questionnaires that either directly or indirectly provide numerical values 
(Zikmund et al., 2009:135). Struwig and Stead (2013:93) recommend the 
following guidelines to ensure that questionnaires are designed effectively: 
• Provide clear instructions on how questions should be answered 
• Divide questions logically into subject sections 
• Start with questions that are easy to answer 
• Questions should move from general questions to specific questions 
• Ask personal questions first and sensitive questions last 
• Avoid subject-related or technical jargon 
• Use language that respondents will easily understand 
• Keep the number of questions short to avoid respondent fatigue. 
The measuring instrument used in this study was a combination of self-
constructed questions obtained from the literature review, as well as reliable 
and valid items from the research instruments used in previous studies. Clear 
instructions were provided on how each section of the questionnaire should be 
answered. Questions were kept short and concise, and easy language was 
used to further enhance the quality of the research instrument. Cleaning of the 
questionnaire was achieved by avoiding double-barrelled and negatively 
phrased questions (Ghauri & Gronhaug, 2010:124). Zikmund et al. (2009:350) 
recommend the randomisation of questions in a scale to overcome order bias 
and the anchoring effect prevalent in attitude scales. The authors define order 
bias as the influence that earlier questions have on subsequent questions. The 
anchoring effect occurs when the first concept measured becomes a 
comparison point from which subsequent evaluations are made. The 
statements measuring the different variables in the questionnaire for this study 
were, therefore, randomised to avoid the negative impact of order bias and 
anchoring.   
Struwig and Stead (2013:98) explain that scaled-response statements are 
frequently used to gather data on respondents’ perceptions and attitudes. The 
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scaled-response statements generate ordinal data and are the preferred 
question type for survey data collection methods. Matthews and Ross 
(2010:210) note that the use of the Likert scale gives respondents the 
opportunity to express how strongly they feel about the factors raised by the 
researcher in the questionnaire statements. The Likert scale, therefore, 
provides a useful way to distinguish between different respondents. A five-point 
or seven-point Likert scale is usually linked to various statements to measure 
perceptions and attitudes (Struwig & Stead, 2013:98). The statements relating 
to the measured variables for this study were anchored on a seven-point Likert-
type scale (Sections A – D), which ranges from strongly disagree (1) to strongly 
agree (7). Respondents were required to indicate their level of agreement with 
the statements by marking the appropriate statement (Collis & Hussey, 
2009:184).  
The questionnaire consisted of statements (items) divided into the following 
sections: 
• Section A: Perceptions regarding Ubuntu leadership (ordinal scale) 
• Section B: Perceptions regarding Servant leadership (ordinal scale) 
• Section C: Perceptions regarding employee engagement (ordinal scale) 
• Section D: Perceptions regarding organisational performance (ordinal scale) 
• Section E: Biographical information (nominal) 
Three qualifying questions were asked at the start of the survey, limiting further 
participation if respondents did not meet the qualifying criteria. The following 
questions were used to restrict and screen the sample: 
• Is your organisation situated in the Eastern Cape Province? 
• Is your organisation a for-profit organisation? 
• Do you have an immediate superior as your leader? 
Respondents had to positively answer all three questions above, in order to 
continue with the questionnaire. If a ‘no’ response was given to any one of the 
questions above, the survey software redirected the respondent to the ‘thank 
you’ page and the survey was aborted. This ensured that the sample was 
restricted to respondents from the Eastern Cape, and that respondents were 
able to respond to questions related to the financial performance variable. As 
the study sets out to evaluate perceptions relating to organisational leadership 
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behaviours, respondents were required to have an immediate superior as their 
leader. 
7.7 SCALE DEVELOPMENT AND OPERATIONALISATION OF 
VARIABLES  
Matthews and Ross (2010:61) state that operational definitions should be 
formulated for the variables of a study, before attempting to answer research 
questions. The operationalisation of variables ensures that research questions 
are focussed, unambiguous, and provide the relevant information sought by the 
researcher. To effectively operationalise the variables in the hypothesised 
model of this study, literature on Ubuntu and Servant leadership, employee 
engagement and organisational performance was reviewed and discussed in 
Chapters Three to Six. Based on the literature reviewed, operational definitions 
of the variables have been formulated. In addition, a selection of existing 
measuring instruments with valid and reliable items was incorporated into the 
research instrument. 
The various operational definitions of the independent, mediating and 
dependent variables are discussed in theensuing sections. These definitions 
are based on an interpretation of secondary sources and previous empirical 
studies. An explanation of how scales were developed to measure each 
variable is provided. A minimum of five items were used to measure each 
variable. 
7.7.1 Ubuntu leadership 
In this study, Ubuntu leadership is defined as the set of leader behaviours 
derived from the social values of survival, spirit of solidarity, compassion, and 
dignity and respect. The Ubuntu leadership construct is, therefore, 
operationalised as consisting of these four variables. A scale consisting of 
twenty items was developed to measure Ubuntu leadership as the independent 
variable of the study. The constituting variables of survival, spirit of solidarity, 
compassion, and dignity and respect were each measured by five items in the 
scale. The items were derived from secondary sources and previous studies, 
and adapted to answer the research questions pertaining to this study. Table 
7.3, below, outlines the resultant items, scales, and sources used in measuring 
the construct of Ubuntu leadership.   
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Table 7.3: Items measuring perceptions regarding Ubuntu leadership 
Item Variable: Survival Sources 
SURV1 
 
Expects me to assist fellow employees during crises. 
Bertsch 
(2012a:90); 
Poovan et al. 
(2006:18); Mbigi 
(1997); Sigger, 
Polak and 
Pennink 
(2010:48) 
SURV2 
 
Sees personal hardship of employees as an opportunity to 
serve them. 
SURV3 
 
Distributes resources in a manner that enables the unit to 
carry out its work. 
SURV4 
 
Is prepared to make personal sacrifices in order to achieve 
the goals of our unit/department. 
SURV5 Has deep concern for employees in times of difficulty. 
Item Variable: Spirit of solidarity Sources 
SOLD1 
 
Encourages our unit to collectively achieve goals. 
Brubaker 
(2013:102); Lutz 
(2009:318); 
Mangaliso and 
Damane 
(2001:25)  
SOLD2 Fosters an atmosphere of togetherness at work. 
SOLD3 Treats employees as one would members of one’s own 
family. 
SOLD4 
 
Makes decisions based on the consensus of the unit. 
SOLD5 Sees himself/herself as one of us in the workplace. 
Item Variable: Compassion Sources 
COMP1 
 
Goes out of his/her way to be helpful towards employees. Nussbaum 
(2003); Muchiri 
(2011:443); 
Bertsch 
(2012a:90); 
Poovan et al. 
(2006:18); 
Broodryk 
(2006:27); 
Brubaker 
(2013:102) 
COMP2 
 
Shows a brotherly/sisterly concern for employees’ needs. 
COMP3 Is sensitive to employees’ personal problems. 
COMP4 Listens intently when employees share painful experiences. 
COMP5 Empathises deeply when employees feel pain.  
Item Variable: Dignity and respect Sources 
DIGN1 Holds me in high regard. Poovan et al. 
(2006:18); 
Sigger, Polak and 
Pennink 
(2010:48); 
Brubaker 
(2013:102) 
DIGN2 
 
Shows human kindness to employees by treating them as 
equals. 
DIGN3 
 
Treats employees older than himself/herself with respect. 
DIGN4 Is considerate of my personal values. 
DIGN5 Exercises authority in a humane manner.  
Source: Constructed by author 
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Table 7.3 outlines the four variables and associated items used to measure the 
construct of Ubuntu leadership in this study. The items were anchored on a 7-
point Likert scale. Survival is defined as the shared will to survive, which stems 
from groups relying on individual members’ brotherly care to overcome 
adversity (Bertsch, 2012a:90). Spirit of solidarity was operationalised in this 
study as leaders valuing collectivism according to a community-based 
understanding of the self (Brubaker, 2013:102). Compassion is defined as the 
understanding of the adversities that others face, and seeking to assist them 
based on the deep conviction of the interconnectedness of people (Nussbaum, 
2003; Poovan et al., 2006). Several studies combine dignity and respect into a 
single variable (for example, Poovan et al., 2006; Sigger et al., 2010). Human 
dignity, under the Ubuntu philosophy, was operationalised as helping others 
regardless of wealth or status. In this study, the items measured whether the 
leader was perceived to manage employees in a more human way by showing 
kindness as human equals (Broodryk, 2005:4). Respect was measured by 
investigating whether a leader respects his/her followers and their contributions, 
and whether a leader shows respect for those who are older and more 
experienced (Brubaker, 2013:107). 
7.7.2 Servant leadership 
Servant leadership is the second independent variable of the study. This 
construct is defined as the set of leadership behaviours exhibited through 
placing the needs of subordinates before the leaders’ needs. Eight 
characteristics of servant leadership are adopted as the operationalised 
definition of servant leadership in the present study. These characteristics are: 
empowerment, accountability, standing back, humility, authenticity, courage, 
interpersonal acceptance and stewardship (van Dierendonck & Nuijten, 2011).  
Two items per characteristic were used to measure servant leadership as a 
unidimensional variable. This resulted in the development of a 16-item scale 
based on secondary sources and previous studies, as listed in Table 7.4 below. 
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Table 7.4: Items measuring perceptions of Servant leadership 
Item Variable: Servant leadership Sources 
SERV1 Tries to learn from the criticism expressed by others. 
van Dierendonck 
and Nuijten 
(2011:251); 
Russell and 
Stone (2002); 
Patterson (2003); 
and Liden et al. 
(2015:255)  
 
SERV2 Encourages me to use my talents at work. 
SERV3 Remains tolerant towards employees who have offended 
him/her. 
SERV4 Appears to enjoy his/her colleagues’ success more than 
his/her own. 
SERV5 Takes risks even when he/she is not certain of support from 
his/her own superior. 
SERV6 Emphasises the societal responsibility of our work. 
SERV7 Shows his/her true feelings regarding work matters.  
SERV8 Keeps himself/herself in the background while giving credit 
to others.  
SERV9 Takes risks in doing what he/she believes is the right thing 
to do.  
SERV10 Holds me accountable for my work performance. 
SERV11 Finds it easy to forget errors of the past.  
SERV12 Is open about his/her weaknesses at work. 
SERV13 Has a long-term vision for our unit. 
SERV14 Admits his/her mistakes to his/her superior. 
SERV15 Encourages my career advancement. 
SERV16 Holds me responsible for the work I carry out. 
Source: Constructed by author 
7.7.3 Employee engagement 
Employee engagement is conceptualised as the mediating variable of this 
study. Engaged employees exhibit workplace characteristics of vigour, 
dedication and absorption. These characteristics are measured in this study by 
utilising nine items from the Utrecht Work Engagement Scale (UWES) created 
by Schaufeli, Bakker and Salanova (2006:701). Employee engagement is 
further operationalised as consisting of the three psychological conditions of 
meaningfulness, safety and availability. Six items were used in this study to 
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measure the presence of these conditions, based on the scales developed by 
May et al. (2004:36), Olivier and Rothmann (2007:51), and Van Zyl et al. 
(2010b:8). Table 7.5, below, lists a total of 15 items used in this study to 
measure the variable of employee engagement as a unidimensional variable.  
Table 7.5: Items measuring perceptions regarding employee engagement 
Item Variable: Servant leadership Sources 
ENGA1 Time seems to pass quickly.  
Schaufeli, Bakker 
and Salanova 
(2006:701) 
May et al. 
(2004:36); Olivier 
and Rothmann 
(2007:51); and 
Van Zyl et al. 
(2010b:8) 
ENGA2 I feel strong and dynamic.  
ENGA3 My job inspires me. 
ENGA4 I find it difficult to detach myself from the work I do.  
ENGA5 I am able to work for sustained periods of time. 
ENGA6 I am not afraid to be myself.  
ENGA7 I am enthusiastic about what I am doing.  
ENGA8 I keep trying to succeed, even in times of difficulty.  
ENGA9 I find my tasks challenging in a positive way. 
ENGA10 I deal assertively with work problems.  
ENGA11 My job is meaningful to me.  
ENGA12 I confidently handle the physical demands of my job.  
ENGA13 I am brave enough to express my opinions about work-
related matters.  
ENGA14 I feel happy when working intensely.  
ENGA15 I consider my job activities to be valuable.  
Source: Constructed by author 
7.7.4 Organisational performance 
The organisational performance construct is conceptualised as the dependent 
variable of the hypothesised model in this study. The variable is operationalised 
as consisting of four sub-variables: financial performance, customer 
performance, internal process performance, and learning and innovation 
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performance. The variables were measured on a seven-point Likert scale. The 
scales and sources are outlined in Table 7.6, below. 
Table 7.6: Items measuring perceptions regarding organisational 
performance 
Item Variable: Financial performance Sources 
FINP1 Is more profitable than other organisations in this 
sector.  Amah and Ahiauzu 
(2013:664); 
Mariappanadar and 
Kramar (2014:208); 
Chi and Gursoy 
(2009:249); Harter, 
Schmidt and Hayes 
(2002:271); Schaufeli 
and Salanova 
(2007:144) 
FINP2 Has improved its profitability over the past year.  
FINP3 Uses capital efficiently to generate sales/turnover.  
FINP4 Consistently strives to minimise expenses.  
FINP5 Rewards its owners with sufficient returns on their 
investments. 
Item Variable: Customer performance Sources 
CUSP1 Consistently exceeds customer needs and 
expectations. 
Hoffman et al. 
(2004:329); 
Fernández-González 
and Prado (2007:501); 
Salanova et al. 
(2005:1220); Foster 
(2009:179); and Chi 
and Gursoy 
(2009:245) 
CUSP2 Provides products and/or services that interest and 
excite customers.  
CUSP3 Mostly has customers that are satisfied with products 
and/or services.  
CUSP4 Provides specialised products and/or services that are 
not available from competitors.  
CUSP5 Provides products and/or services that customers are 
likely to recommend to friends and family. 
Item Variable: Internal process performance Sources 
INPRO1 Uses resources (e.g. labour, materials) efficiently to 
produce products and/or services.  
Heizer and Render 
(2013); Corporate 
Leadership Council 
(2004:42); Harter et al. 
(2002:271) 
 
INPRO2 Offers consistently good quality products and/or 
services.  
INPRO3 Maintains clear policies and procedures for how work is 
to be done. 
INPRO4 Avoids producing defective products/services by doing 
things right the first time. 
INPRO5 Is able to increase outputs while keeping inputs the 
same. 
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Table 7.6 (continued): Items measuring perceptions regarding 
organisational performance 
Item Variable: Learning and innovation performance Sources 
LEARN1 Utilises new information/products/processes to become 
more successful. 
Choudhary et al. 
(2013:435); Hakanen 
et al. (2008:81); 
Rosenbusch et al. 
(2011:443); García-
Morales et al. 
(2008:300) 
LEARN2 Encourages employees to take the initiative in solving 
work-related problems.  
LEARN3 Learns to benefit from both failure and success. 
LEARN4 Improves employee performance through training and 
development. 
LEARN5 Frequently introduces new products and/or services 
into the market. 
Source: Constructed by author 
Table 7.6 demonstrates how the five items measuring profitability were 
developed to evaluate the financial performance variable in this study. 
Profitability is understood to be the organisation’s ability to efficiently use capital 
to generate turnover, and increase income while minimising expenses in 
relation to prior performance and competitor performance. The scale was 
developed based on the relevant literature and previous studies by Amah and 
Ahiauzu (2013:664), Mariappanadar and Kramar (2014:208), Chi and Gursoy 
(2009:249), Harter, Schmidt and Hayes (2002:271), and Schaufeli and 
Salanova (2007:144). 
Customer performance relates to the assessment of the organisation’s ability to 
anticipate customers’ needs and the effectiveness of service practices. For this 
study, customer performance was measured by a total of five items measuring 
customer satisfaction and customer loyalty, as shown in Table 7.6. Customer 
satisfaction is defined as the organisation’s ability to exceed customer needs 
and expectations, and customers being mostly satisfied with the products and 
services that they receive. Two items measuring customer satisfaction were 
used. These items were based on literature and previous studies by Hoffman et 
al. (2004:329) and Fernández-González and Prado (2007:501). Customer 
loyalty is defined as the repeat purchasing behaviour and positive word-of-
mouth behaviours of customers regarding the organisation’s products and 
services. In this study, customer loyalty was measured by three items, based on 
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the literature and previous studies of Salanova et al. (2005:1220), Foster 
(2009:179), and Chi and Gursoy (2009:245).  
Internal process performance is defined as the performance of the 
organisation’s internal processes of productivity and quality, as required to 
achieve competitive advantage. Productivity is operationalised as the 
measurement of perceived increases in output while maintaining the same 
input, or decreased input while maintaining the same output. Quality is defined 
as the ability of the organisation to avoid producing defective products and 
services, and consistently providing good quality products and services to 
customers. Table 7.6 shows the five items used to measure internal process 
performance based on the relevant literature and previous studies by Heizer 
and Render (2013), the Corporate Leadership Council (2004:42) and Harter et 
al. (2002:271).  
In this study, organisational learning is defined as the process of collecting, 
sharing and interpreting information to develop new skills, competencies and 
knowledge. Learning increases the organisation’s capacity to carry out effective 
actions and improvements in organisational performance. Innovation is defined 
as the act of creating new processes or products, and includes invention as well 
as the work required to bring an idea into final form. Learning and innovation 
performance was measured by five items, as listed in Table 7.6, based on 
literature and previous studies by Choudhary et al. (2013:435), Hakanen et al. 
(2008:81), Rosenbusch et al. (2011:443) and García-Morales et al. (2008:300).  
7.7.5 Biographical information 
Zikmund et al. (2009:349) suggest that asking biographical questions is 
reserved for the end of the questionnaire. This allows the researcher to build a 
rapport with the respondents through the questions in the preceding sections, 
and avoids respondents feeling threatened by providing personal information. In 
addition to the variables measuring the constructs of the study, the biographical 
information of the respondents was measured using a nominal scale in Section 
D of the questionnaire. A nominal scale assigns a value to an object for 
classification or identification purposes (Zikmund et al., 2009:297).  
Respondents were required to indicate their age, gender, ethnic classification, 
highest academic qualification, position in the organisation, tenure, the size of 
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the organisation, the organisation’s years in existence, and the main activity of 
the organisation. The complete questionnaire and cover letter are attached as 
an annexure (ANNEXURE A) at the end of this thesis. 
7.8 PILOT STUDY 
A pilot study is defined as a small-scale research project that collects data from 
respondents similar to those that will be used in the full study (Zikmund et al., 
2009:65). Quantitative researchers often conduct a pilot study to assess the 
effectiveness of procedures, questionnaires and methods of analysis, prior to 
undertaking the actual field research (Leedy & Ormrod, 2009:110; du Plooy-
Cilliers et al., 2014:257). The pilot study serves as a pre-test in order to 
increase the reliability and validity of the questionnaire.   
A pilot study was conducted prior to embarking on the full-scale field research. 
This allowed the researcher to assess the validity and reliability of the 
questionnaire for the study. A representative sample of 18 participants were 
consulted to complete the questionnaire. Both paper-based and web-based 
questionnaires were subjected to the pilot study. The feedback from pilot 
respondents was used to evaluate the understanding of operational definitions, 
clarity of questions, and potential misunderstandings (Matthews & Ross, 
2010:65).  The feedback from these respondents indicated that statements 
were easily understood, and no further improvements were suggested. 
Preliminary reliability tests were performed on the pilot study data. The objective 
of the preliminary reliability investigation was to evaluate the internal validity and 
consistency of the measuring instrument, prior to embarking on the full-scale 
field research. The reliability results are captured in Table 7.7, further below. 
Table 7.7 shows the Cronbach’s coefficient alphas used to evaluate the degree 
of reliability of the scales measuring the different variables under investigation.   
Coefficient values equal to or greater than 0.70 were deemed acceptable 
(Nunnally & Bernstein, 1994; Zikmund et al., 2009:306). The results indicate 
that all the scales measure the variables consistently and reliably (Cronbach’s 
alpha > 0.70).  
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Table 7.7: Cronbach’s alpha values for pilot study 
Measurement scale Cronbach’s Alpha 
Survival (SURV) 0.741 
Spirit of solidarity (SOLD) 0.888 
Compassion (COMP) 0.930 
Dignity and respect (DIGN) 0.921 
Servant leadership (SERV) 0.953 
Employee engagement (ENGA) 0.920 
Financial performance (FINP) 0.753 
Customer performance (CUSP) 0.857 
Internal process performance (INPRO) 0.837 
Learning and innovation performance (LEARN) 0.829 
Source: Calculated by author 
The results in Table 7.7 further revealed that modifying or deleting one item 
from the survival scale (B4 Item total = -0.286), and one item from the customer 
performance scale (E8 Item total = 0.188) could significantly improve the 
reliability of the respective scales. These two items were re-worded and 
retained for use in the final questionnaire. 
7.9 ADMINISTRATION OF QUESTIONNAIRES 
Prospective organisations were identified during July 2016, based on their 
listing in two regional business directories. Organisations were contacted 
telephonically by fieldworkers who requested the participation of employees in 
the survey. The organisations were requested to indicate the number of 
employees anticipated to participate in the study. Based on this information, the 
allotted quantity of questionnaires was distributed to the targeted organisations. 
As previously stated, the sampling method for this study was convenience 
sampling. For this reason, no criteria or stratification was applied to the quantity 
of questionnaires issued per organisation. A convenience sample, therefore, 
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allowed the researcher to select respondents based on ease of access and 
opportuneness (Ghauri & Gronhaug, 2010:139).  
Fieldworkers are frequently used for quantitative research, and they are usually 
individuals other than the researcher (Struwig & Stead, 2013:126). Fieldworkers 
are responsible for gathering data in the field, and are recruited, selected and 
trained to manage most of the actual data collection process. Three 
fieldworkers were contracted to assist with the administration of the paper-
based questionnaires of this study. The fieldworkers were given training 
regarding the context of the study, the targeted respondents, the appraisal of 
the questionnaires to ensure completeness, and strategies to avoid bias. 
Zikmund et al. (2009:225) advise that longer questionnaires are administered by 
means of the drop-off method. With this distribution method, the questionnaires 
are delivered to the participant’s physical location by the interviewer, and 
collected at a later stage. For this study, paper-based questionnaires were 
hand-delivered and collected by the fieldworkers.  
An exact duplicate of the paper-based questionnaire of this study was 
concurrently administered online by the researcher. Struwig and Stead 
(2013:107) state that the use of the Hypertext Mark-up Language (HTML) 
survey form is the most common way of online surveying. HTML surveys take 
the form of web pages on which the respondents click buttons and boxes, 
complete text boxes and eventually submit the survey all at once. The 
QuestionPro web-based HTML software was utilised for this study. Online 
distribution of the questionnaire enabled the administration of the questionnaire 
to the outlying areas of the Eastern Cape, including East London, King Williams 
Town and Jeffreys Bay. Leedy and Ormrod (2009:203) state that conducting a 
survey online has several advantages. The authors explain that online surveys 
assist with obtaining a larger sample size, and are more cost-effective than 
mailed questionnaires. Furthermore, it has become evident that online surveys 
generate data comparable to surveys conducted through face-to-face contact 
(Gosling, Vazire, Srivastava & John, 2004:93).  
Struwig and Stead (2013:131) explain that some consider internet-based 
research to be equivalent to normal quantitative research studies, and the 
sampling processes are the same. The authors also offer contrasting 
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viewpoints, particularly in relation to anyone having access to the questionnaire. 
The following considerations are highlighted for internet samples: 
• Unrestricted sample – poor representativeness, as respondents self-select, 
rather than being selected by the researcher. 
• Screened sample – some restrictions are imposed on who can respond to 
the questionnaire. 
• Recruited sample – respondents are recruited by telephone, e-mail or in 
person, and are only sent the questionnaire after agreeing to take part in the 
survey. 
All three sampling considerations listed above were addressed in relation to the 
online survey process.  
Zikmund et al. (2009:222) suggest that a cover letter accompanies a 
questionnaire as an important means of encouraging a respondent to complete 
and return the questionnaire. The paper-based questionnaires were distributed 
with a cover letter printed on the official letterhead of the Nelson Mandela 
Metropolitan University.  The web-based questionnaire included the same cover 
letter with official Nelson Mandela Metropolitan University branded logos. The 
cover letter served to clarify the purpose of the study and the type of information 
sought. Respondents were assured that confidentiality was guaranteed, and 
that all respondents remain anonymous. A statement was included stating that 
the majority of the data will be reported in statistical form, and that the study is 
for research purposes only. Participants were individually communicated with as 
a way of motivating them to complete the questionnaire.  
7.9.1 Response rate 
Response rate is defined as the number of questionnaires returned or 
completed as a proportion of the number of eligible people asked to participate 
in the survey (Zikmund et al., 2009:221). Struwig and Stead (2013:125) advise 
that the non-response factor be taken into consideration when sample sizes are 
considered. The authors recommend that the original target sample size is 
inflated to mitigate the impact of non-response. Salkind (2011:106) suggests 
that the target sample size be inflated by between 40 to 50 percent in order to 
account for non-response. Taking cognisance of this, and based on the targeted 
sample size of 400 responses, a total of 600 paper-based and 209 web-based 
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questionnaires were distributed to eligible respondents. Reminder e-mails were 
sent once per week to improve the online participation rate. Table 7.8, further 
below, outlines the response rate of the surveys. 
Table 7.8 shows that a quantity of 600 paper-based questionnaires were 
distributed, of which 339 useable questionnaires were returned. This gives a57 
percent response rate for the paper-based questionnaires. The quantity of 209 
web-based questionnaires resulted in 89 useable questionnaires being 
returned. This equates to a response rate of 43 percent. The overall response 
rate for this study was 53 percent. Babbie and Mouton (2001) consider a 
response rate greater than 50 percent as adequate.  
Table 7.8: Response rate 
Survey Questionnaires Respondents 
Paper-based Questionnaires distributed 600 
Usable questionnaires received 339 
Response rate 57% 
Web-based Questionnaires distributed 209 
Usable questionnaires received 89 
Response rate 43% 
Total  Questionnaires distributed 809 
Usable questionnaires received 428 
Overall response rate  53% 
Source: Constructed by author 
7.9.2 Missing data 
Missing data is considered a common problem in social research and can rarely 
be avoided in multivariate data analysis (Dodeen, 2003:505; Hair, Black, Babin 
& Anderson, 2014:40). When conducting relatively long surveys or scales, 
respondents often fail to complete all the items within a scale, due to factors 
such as fatigue and lack of motivation (Dodeen, 2003:506). When this occurs, 
the researcher has to resort to either ignoring the missing data, omitting cases 
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with missing data from the study, leaving out cases from the particular analysis 
that contain the missing data, or finding ways to substitute the missing data with 
an estimate of what the data might be (Downey & King, 1998:175).  
Matthews and Ross (2010:323) emphasise that the completeness and accuracy 
of collected data should be assessed before further processing. Collected 
questionnaires were scrutinised for missing data by the fieldworkers upon 
collection. Where possible, respondents were approached to complete the 
marking of statements left unmarked. After completion of the capturing process, 
cases of missing data were detected using Microsoft Excel’s COUNT BLANK 
function. Hair et al. (2014:46) state that cases or variables with more than 50 
percent of missing data should be deleted. In addition, the pattern of 
randomness of missing data should be evaluated in order to apply the 
appropriate missing data remedy.  
Valid mean substitution is regarded as one of the most widely used methods for 
remedying missing data (Hair et al., 2014:51). The valid mean substitution 
remedy replaces missing values for a variable with the mean value of that 
variable calculated from all valid responses. After deleting non-random missing 
data cases, and cases exceeding 50 percent missing data, the valid mean 
substitution remedy was applied to the data of this study.  
7.10 DEMOGRAPHIC PROFILE OF RESPONDENTS 
Section E of the questionnaire measured the demographic profile of 
respondents and their respective organisations. Table 7.9, below, shows the 
demographic profile of the respondents of the study. 
Table 7.9: Demographic profile of respondents 
Demographic Range n % 
AGE 20 - 29 189 44 
30 - 39 127 30 
40 - 49 74 17 
50 - 59 35 8 
60 + 3 1 
 428 100 
GENDER Female 260 61 
Male 168 39 
 428 100 
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Table 7.9 (continued): Demographic profile of respondents 
Demographic Range n % 
ETHNICITY African 132 31 
Coloured 140 33 
Indian 22 5 
White 130 30 
Other 4 1 
 428 100 
QUALIFICATION Grade 11 or less 18 4 
Grade 12 125 29 
Post matric certificate 60 14 
National diploma 91 21 
Bachelor's degree 67 16 
Post graduate degree 65 15 
Other 2 0 
 428 100 
POSITION Operator/Hourly employee 186 43 
Supervisor/Team leader 84 20 
Middle management 88 21 
Top management 22 5 
Professional 48 11 
 428 100 
TENURE 1 - 4 years 232 54 
5 - 9 years 104 24 
10 - 19 years 67 16 
20 years + 25 6 
 428 100 
EMPLOYMENT SIZE 1 - 49 144 34 
50 - 199 116 27 
200 + 168 39 
 428 100 
ORGANISATION'S AGE 1 - 4 years 36 8 
5 - 9 years 55 13 
10 - 19 years 82 19 
20 years + 255 60 
 428 100 
MAIN ACTIVITY OF 
ORGANISATION 
Retail 88 21 
Manufacturing 62 14 
Mining 1 0 
Financial/Banking 76 18 
Hospitality 26 6 
Education 3 1 
Health 20 5 
Transport 42 10 
Energy 1 0 
Agriculture 1 0 
Tourism 6 1 
ICT 33 8 
Infrastructure development 13 3 
Other 56 13 
 428 100 
Source: Constructed by author 
Table 7.9 shows that forty-four percent (44%) of the respondents are aged 
between 20 and 29 years, and thirty percent (30%) between 30 and 39 years. 
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The majority of the respondents are female (61%), and males constitute thirty-
nine percent (39%) of the sample. The major ethnic classification of the sample 
was Coloured employees, at thirty-three percent (33%), followed by African 
employees, at thirty-one percent (31%). White employees constituted thirty 
percent (30%) of the sample, and the Indian proportion of employees was five 
percent (5%).  
In terms of educational qualification, twenty-nine percent (29%) of the sample 
had a grade twelve certificate, and twenty-one percent (21%) held a national 
diploma. The proportion holding a bachelor’s degree and post graduate degree 
were sixteen percent (16%) and fifteen percent (15%), respectively. Forty-three 
percent (43%) of the respondents indicated that they are operators or hourly 
paid employees, followed by twenty-one percent (21%) at middle management. 
Supervisors and team leaders make up twenty percent (20%) of the sample. 
Top management positions are held by five percent (5%) of the sample, while 
professionals constitute eleven percent (11%).  
The tenure of fifty-four percent (54%) of the respondents is one to four years, 
with twenty-four percent (24%) employed in their organisations for five to nine 
years. Sixteen percent (16%) of the respondents’ tenure was ten to nineteen 
years, and six percent (6%) have been employed for more than twenty years. 
Thirty-nine percent (39%) of the sample are employed in organisations that are 
larger than two hundred employees, thirty-four percent (34%) have an 
employee size of one to forty-nine employees, and twenty-four percent (24%) 
are between the size range of 50 to 199 employees. Sixty percent (60%) of the 
sampled organisations have been in existence for more than twenty years, and 
nineteen percent (19%) have been in existence between ten to nineteen years. 
Twenty-one percent (21%) of the respondents work in a retail environment, 
while eighteen percent (18%) work in the financial and banking sector. 
Manufacturing organisations make up fourteen percent (14%) of the sample. 
7.11 CRITERIA FOR EVALUATING THE MEASURING INSTRUMENT 
The use of multiple variables in the same model requires that researchers focus 
their attention on the issue of measurement error (Hair et al., 2014:7). The 
reliability and validity of the measuring instrument are two methods to address 
the accuracy of the measuring instrument.  
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7.11.1 Reliability 
Reliability is the consistency with which a measuring instrument yields a certain 
result when the entity being measured has not changed (Leedy & Ormrod, 
2009:29). It is considered to be a measure of the quality of the research, 
meaning that different researchers would expect to get the same findings if the 
research is carried out in the same way (Matthews & Ross, 2010:53). Table 
7.10, below, summarises the different types of reliability tests used in research 
in terms of type, purpose, procedure and result. 
Table 7.10: Different types of reliability 
Type of 
reliability 
What it is How it is done Measure 
Test-retest A measure of 
stability 
Administer the same test 
or measure at two different 
times to the same 
participants 
r test 1-test2 
Parallel-
forms 
A measure of 
equivalence 
Administer two different 
forms of the same test to 
the same group of 
participants 
r form1-form2 
Inter-rater A measure of 
agreement 
Two raters rate behaviours 
and then determine the 
amount of agreement 
between them 
Percentage of 
agreement 
Internal 
consistency 
A measure of how 
consistently each 
item measures the 
same underlying 
construct 
Correlate performance on 
each item with overall 
performance across 
participants 
• Cronbach’s 
alpha 
• Kuder-
Richardson 
Source: Adapted from Salkind (2011:120) 
From Table 7.10, Salkind (2011:122) identified that the most commonly used 
reliability tool is the internal consistency method, calculating the Cronbach’s 
alpha correlation coefficient. The values of Cronbach’s coefficient alpha range 
from zero to one. A value of zero means that there is no consistency, while one 
means that there is complete consistency. Furthermore, scores that are 
considered to have a very good reliability range from 0.80 to 0.95, while those 
with a coefficient alpha ranging from 0.70 to 0.80 are viewed as having good 
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reliability, and a coefficient alpha ranging from 0.60 and 0.70 depict fair 
reliability (Zikmund et al., 2010:306). The internal consistency method 
calculating Cronbach’s coefficient alpha was used to assess the reliability of the 
measuring instrument for this study. A coefficient value of 0.70 for each factor 
was deemed acceptable (Nunnally & Bernstein, 1994).  
7.11.2 Validity 
Validity is the extent to which the research findings accurately represent what is 
really happening in the situation (Collis & Hussey, 2009:186). Leedy and 
Ormrod (2009:28) elaborate that validity is the degree to which the measuring 
instrument measures what it is intended to measure. Salkind (2011:124) and 
Zikmund et al. (2010:307) explain that different types of validity techniques are 
at the disposal of the researcher, namely, face and content validity; criterion–
related validity; construct validity; convergent validity and discriminant validity. A 
summary of the different validity techniques is presented in Table 7.11, below.  
Table 7.11: Different types of validity 
Type of validity Definition How to establish it 
Face The subjective agreement 
among professionals that 
a scale logically reflects 
the concept being 
measured 
Ask subject experts if the 
items of a scale match the 
definition of the concept 
being measured 
Content  A measure of how well the 
items represent the entire 
universe of items or 
domain of interest, but do 
not go beyond 
Ask subject experts if the 
items of a scale match the 
entire domain, but do not 
go beyond the concept 
being measured 
Criterion – concurrent 
 
A measure of how well a 
test estimates a criterion                    
 
Select a criterion and 
correlate scores on the 
test with scores on the 
criterion in the present 
Criterion – predictive A measure of how well a 
test predicts a criterion 
Select a criterion and 
correlate scores on the 
test with the scores on the 
criterion in the future 
 
 
 
 
 261 
  
Table 7.11 (continued): Different types of validity 
Type of validity Definition How to establish it 
Construct  A measure of how well a 
test reliably measures and 
truthfully represents an 
underlying construct 
Assess the underlying 
construct on which the test 
is based and correlate 
these scores with the test 
scores 
Convergent  Evaluates if concepts that 
should be related, are 
indeed related 
Measure degree of 
positive correlation 
between variables 
Discriminant Represents the 
uniqueness or 
distinctiveness of a 
measure 
Measure degree of 
positive correlation 
between variables 
Source: Adapted from Salkind (2011:124) and Zikmund et al. (2010:307) 
Table 7.11 summarises the various types of validity assessments, each of 
which is used to establish the trustworthiness of the research results.  
(a) Face and Content validity 
Content validity is the evaluation of the agreement of the variables to be 
included in a summated scale and its conceptual definition (Hair et al., 
2014:123).  Leedy and Ormrod (2009:92) state that the judgement of the 
measuring instrument by a panel of experts is a credible means to obtain an 
informed opinion about the content validity of an instrument for measuring a 
characteristic in question. Hair et al. (2014:123) concur, by stating that this form 
of validity is also known as face validity, and subjectively assesses the 
correspondence between individual items and the concept through ratings by 
expert judges. For this study, content validity was ensured by submitting the 
questionnaire to experts in the fields of leadership, employee engagement and 
organisational performance. The questionnaire was also scrutinised by research 
experts. The feedback from the panel of experts was used to improve the 
quality of the research instrument. 
(b) Construct validity 
Construct validity was the main method of assessing the validity of the 
measuring instrument of this study. Construct validity relates to the problem that 
there are a number of phenomena that are not directly observable (Collis & 
Hussey, 2009:58). Hypothetical constructs are assumed to exist as factors that 
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explain observable phenomena. Zikmund et al. (2009:308) state that construct 
validity consists of several components, including convergent validity and 
discriminant validity. Convergent validity seeks to ascertain whether concepts 
that should be related, are in fact related to each other. Highly reliable scales 
should, therefore, exhibit convergent validity. Discriminant validity measures the 
uniqueness or distinctiveness of a construct. The technique holds that a scale 
should not correlate too highly with a measure of a different construct.  
The constructs of the hypothesised model in this study were subjected to factor 
analysis in order to determine convergent validity. The aim of the factor analysis 
was to determine whether each of the measurement scales only measures one 
particular construct. Stated differently, the tests aimed to determine whether 
each scale can be considered unidimensional. Hair et al. (2014:123) explain 
that the test of unidimensionality enables the researcher to create summated 
scales that reduce measurement error inherent in the individual items used. The 
authors further reveal that each summated scale is proposed to have multiple 
dimensions that are reflected by a separate factor. Accordingly, this study used 
factor analysis to perform tests of unidimensionality in order to assess the 
validity of the study variables. A variable is regarded as unidimensional when an 
individual underlying trait is responsible for all common variance among item 
responses (Hair et al., 2014).  
The variables survival, spirit of solidarity, compassion, and dignity and respect 
are unidimensional variables, which constitute the fourfold factor structure of the 
Ubuntu leadership construct (Mbigi, 1997; Poovan et al., 2006:21; Brubaker, 
2013:114). Tests of unidimensionality were therefore performed to prove the 
convergent validity of these variables as unidimensional variables. Similarly, 
scales measuring Servant leadership have been demonstrated to be 
unidimensional (Jaramillo et al., 2009:270; Simon & Chan, 2014:277; Liden et 
al., 2015:257). In addition, the mediating variable of employee engagement was 
treated as unidimensional for the purpose of this study, as guided by previous 
studies (Harter et al., 2002:270). The underlying variables of organisational 
performance (financial performance, customer performance, internal process 
performance, and learning and innovation performance) were further regarded 
as unidimensional variables, based on theory related to the Balanced Scorecard 
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(Sim & Koh, 2001:20; Khomba, Vermaak & Gouws, 2011:3; Ndoda & Sikwila, 
2014:27).  
7.12 METHODS OF DATA ANALYSIS  
Matthews and Ross (2010:317) state that data analysis is a collection of 
methods that describe, interpret, explain and evaluate the data collected in the 
research project. Statistics is defined as the body of methods and theory 
applied to quantitative data when making decisions in the face of uncertainty 
(Collis & Hussey, 2009:195). The first step in the data analysis involved 
calculating the descriptive statistics, including the mean, standard deviation, 
and frequency distributions, in order to condense the data. The next step 
involved calculating the validity and the reliability of the questionnaire. This was 
followed by the calculation of simple and multiple regressions to test the 
relationships between the independent variables of Ubuntu and Servant 
leadership, the mediating variable of employee engagement, and the dependent 
variable of organisational performance.   
The data for this study was analysed through the use of the MS-Excel and 
Statistica software packages. The following sections describe the analysis 
methods that were employed.  
7.12.1 Descriptive statistics 
Descriptive statistics provide statistical summaries of data (Struwig & Stead, 
2013:165). The aim of descriptive statistics is to provide a coherent, simplified 
and overall picture of a large sum of data. Descriptive statistics were used to 
summarise the distribution of variables and present the data in this study. 
Descriptive data included frequency distribution data that was summarised 
using tables and charts. Descriptive statistics were urther used to reduce the 
biographical data of the respondents to percentages and averages.  
Measures of central tendency refer to the method of finding the central point 
around which data revolve. These measures identify the middle point around 
which the data regarding a particular variable appear to remain (Leedy & 
Ormrod, 2009:265). The three measures of central tendency most frequently 
used are: 
• Mode – the single number or score that occurs most frequently in a data set 
• Median – the numerical centre of a set of data 
• Mean – the arithmetic average of the data set. 
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Measures of central tendency were applied to the data of this study.  The mean 
statistic for the different variables was summarised using tables. Measures of 
dispersion further provide the means to describe the data (Coldwell & Herbst, 
2004:92). The standard deviation is the measure of how much the observations 
vary from the mean, and is regarded as the most valuable index of dispersion 
(Zikmund et al., 2009:418). Gravetter and Wallnau (2011:106) state that 
approximately 70 percent of the scores in a distribution are located within one 
standard deviation, and approximately 95 percent are within two standard 
deviations from the mean. This guideline was applied to interpret standard 
deviations to measure variability from the mean, for the data in this study.  
7.12.2 Factor analysis 
Hair et al. (2014:368) state that factor analysis is a technique used to 
summarise a large number of variables into a smaller number of variables or 
factors. The primary purpose is to define the underlying structure among the 
factors. It is further described as a prototypical multivariate, interdependence 
technique (Zikmund et al., 2009:593).  The factors themselves are not 
measured, but are identified by forming a variate using the measured variables. 
A variate is defined as the linear combination of variables formed in the 
multivariate technique by deriving empirical weights applied to a set of variables 
specified by the researcher (Hair et al., 2014:3).  
Summated scales were created for the variables of this study. Hair et al. 
(2014:122) explain that a summated scale is formed by combining several 
individual variables into a single composite measure. The procedure involves 
finding all the variables loading highly on one factor. The average score of the 
variables is calculated and, thereafter, used as the replacement variable 
(Zikmund et al., 2009:322; Hair et al., 2014:122). The benefits of using a 
summated scale are the reduction of measurement error and the ability to 
represent multiple aspects in a single measure. Accordingly, summated scales 
were created for all the study variables by first finding the variables loading 
highly on each factor. Subsequently, the average of these variables was 
calculated and used as the substitute variable.  
Eigenvalues reflect the amount of common variance accounted for by the 
respective number of factors in factor analysis (StatSoft, 2013). The Kaiser-
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Guttman rule was applied as the decision criteria to establish which factors are 
significant, based on eigenvalues greater than one (Kaiser, 1991).  
(a) Factor extraction 
Ghauri and Gronhaug (2010:192) state that principle component analysis (PCA) 
offers the ability to take the total variance into account as opposed to only the 
common variance, as in factor analysis. The authors maintain that the objective 
of PCA is to transform a collection of interrelated variables into a set of 
unrelated linear variables. PCA is, therefore, used when the researcher aims to 
summarise the original data into the least number of factors for prediction 
purposes. Common factor analysis identifies the underlying factors that reveal 
what the variables have in common. Hair et al. (2014:106) state that various 
complications exist for applying common factor analysis, which has led to the 
widespread adoption of PCA.  
(b) Factor loading 
A factor loading indicates how strongly correlated a measured variable is with a 
factor, that is, the extent to which a variable load onto a factor (Zikmund et al., 
2009:594). A latent construct can be interpreted based on the pattern of 
loadings and the content of the variables. Factor loadings are, therefore, a 
means to interpret the role that each variable play in defining each factor (Hair 
et al., 2014:110). The criteria of 0.4 is deemed acceptable when assessing the 
validity of the measuring instrument. The criteria were used in this study as the 
cut-off point for valid factor loadings to determine construct validity.  
(c) Factor rotation 
Zikmund et al. (2009:594) define factor rotation as a mathematical way of 
simplifying factor analysis results so as to better identify which variables load 
onto which factors. The authors further explain that the initial factor solution is 
often difficult to interpret. Hair et al. (2014:111) agree that the first factor tends 
to be the general factor with almost every variable loading significantly, and it 
accounts for the largest amount of variance. Unrotated factor solutions extract 
factors in the order of their variance extracted. The largest amount of variance 
is explained by the first factor, which is considered to be the general factor. The 
second and subsequent factors are then based on the residual amount of 
variance (Hair et al., 2014:111). In this study, unrotated factors were used to 
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assess the construct validity of the measuring instrument. General factors with 
the greatest amount of explained variance were derived at marked loadings 
greater than 0.40.  
7.12.3 Regression analysis 
Leedy and Ormrod (2009:282) state that regression analysis allows the 
researcher to examine how effectively one or more variables predict the value 
of another (dependent) variable. A simple linear regression generates an 
equation in which a single independent variable yields a prediction for the 
dependent variable. A multiple linear regression yields an equation in which two 
or more independent variables are used to predict the dependent variable. 
Collis and Hussey (2003) state that multiple regression analysis predicts the 
influence of two or more independent variables on one dependent variable. 
Zikmund et al. (2009:586) elaborate that the standardised coefficient beta (b*) 
indicates which independent variable is most predictive of the dependent 
variable.  
Simple and multiple regression analyses were used in this study, to predict the 
strength of the relationships between the independent variables of Ubuntu and 
Servant leadership and the dependent variables of employee engagement and 
organisational performance. 
7.12.4 Analysis of Variance  
The one-way analysis of variance (ANOVA) data analysis method was used to 
evaluate the effect of the demographic variables on the independent and 
mediating variables of the study. ANOVA allows researchers to test whether 
groups (in this study, demographic groups) differ statistically significantly with 
regard to group mean scores from one dependent variable (Struwig & Stead, 
2013:170). Nine hypotheses were developed to evaluate the impact of age, 
gender, ethnic classification, highest qualification, position in organisation, 
length of current employment, employment size, organisation’s years in 
existence, and main activity of the organisation.  
The post-hoc Scheffè test was used to identify significant differences between 
the mean scores of the various categories within each demographic variable. 
The Scheffè test is considered a popular method for post-hoc analysis, and is 
regarded to be a conservative method to avoid Type 1 errors of analysis (Hilton 
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& Armstrong, 2006:36). A Type 1 error is defined as the error that occurs when 
a hypothesised relationship is found to exist when, in reality, it does not exist 
(Zikmund et al., 2009:515).  Cohen’s d statistic was calculated for Scheffè test 
scores where significant differences (p < 0.05) in means were found (Cohen, 
1988). Gravetter and Wallnau (2011:232) and Becker (2000) provide the 
following guidelines for the interpretation of Cohen’s d effect size evaluations in 
terms of practical significance: 
• d = 0.00 - 0.20; small effect 
• d = 0.21 - 0.50; medium effect 
• d = 0.51 - 2.00; large effect 
These guidelines were used in this study to interpret the practical significance of 
the results of the Scheffè test. 
7.13 RESEARCH ETHICS 
Struwig and Stead (2013:68) emphasise that conducting research is an ethical 
initiative whereby research ethics afford researchers a code of guidelines on 
how to conduct research in an ethically acceptable way. Du plooy-Cilliers, Davis 
and Bezuidenhout (2014:263) concur, stating that ethical considerations are 
crucial as they can potentially affect all the stakeholders who have a vested 
interest in the research. The authors offer the following important issues, 
regarding research participants, that researchers should consider: 
• Informed consent. Participants must be formally informed that they are 
participating in a research study, what they will be required to do, how 
anonymity will be ensured, and how results will be used. Informed consent 
was addressed in this study by means of the cover letter included in both the 
paper and online questionnaires. The cover letter also served to clarify the 
purpose of the study and the type of information being sought.  
• Collecting and dealing with sensitive information. No data deemed to be of a 
sensitive nature was collected during the study. Notwithstanding this, 
respondents were assured by means of the cover letter that confidentiality 
was guaranteed, and that all respondents remain anonymous. A statement 
was included stating that the majority of the data will be reported in statistical 
form, and that the study is for research purposes only. 
• Providing incentives. Providing incentives potentially distorts results as it 
influences who participates in the study, and how this participation occurs 
 268 
  
(du Plooy-Cilliers et al., 2014:266). For this reason, no incentives were 
provided for participating in this study. 
• Avoiding harm. Researchers should ensure that participants are not harmed 
in any way by, for example, recalling emotionally painful memories, or where 
future job prospects may be limited as a result of answering certain 
questions.  
The abovementioned factors were considered before the fieldwork commenced. 
For this reason, full ethical clearance was waivered by the Nelson Mandela 
Metropolitan University Research Ethics Committee. A formal declaration, 
signed by the researcher and research supervisors, confirmed that all ethical 
aspects were duly considered. The proforma ethical clearance declaration 
(Form E) is attached as an annexure to this thesis (ANNEXURE B).  
7.14 CONCLUSION 
This chapter elucidated the research design and methodology followed in the 
study. The two main research paradigms were considered; the positivistic 
(quantitative) paradigm was adopted as the most appropriate paradigm, based 
on the research questions, research objectives and the researcher’s 
background. The chapter further described the research design, including the 
population and sample size, and sampling techniques that were applied in the 
study. An overview of the data collection strategies, including the design of the 
questionnaire, response rate and how missing data was dealt with, were 
discussed herein.  
Data analysis methods such as descriptive statistics, factor analysis and 
regression analysis were considered effective means to describe the sample, 
prove the reliability and validity of the questionnaire, reduce the data and 
understand the relationships between the variables of the study. Finally, the 
ethical aspects of the study were considered in this chapter, so as to ensure 
that participants were not harmed, and that confidentiality was ensured. 
The next chapter provides a comprehensive analysis of the data gathered and 
presents the empirical results of the study. 
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CHAPTER EIGHT 
EMPIRICAL RESULTS OF PERCEPTIONS REGARDING THE 
IMPACT OF UBUNTU AND SERVANT LEADERSHIP ON 
EMPLOYEE ENGAGEMENT IN THE WORKPLACE 
 
8.1 INTRODUCTION 
Chapter Seven discussed the research design and methodology followed in this 
study. The chapter further described the population and sample size, and the 
sampling techniques applied in the study. An overview of the data collection 
strategies, including the design of the questionnaire, response rate and how 
missing data was dealt with, were also discussed. The chapter also highlighted 
the different statistical techniques adopted in the study to analyse the data of 
the empirical investigation. In addition, the chapter presented and discussed the 
demographic data of the respondents in the study. 
This chapter presents the results of the empirical investigation of the 
perceptions regarding the impact of Ubuntu and Servant leadership on 
employee engagement, and the resultant organisational performance 
outcomes. The results of the reliability and validity of the measuring instrument 
will be deliberated upon in this chapter. The chapter will provide a summary of 
the results of the descriptive statistics that describe the sample data of the 
study. The principal components extracted from the sample data were 
subjected to tests of unidimensionality in order to statistically confirm the 
hypothetical factor structure. Two statistical techniques were utilised in the 
study to test if the hypothesised relationships between the variables actually 
exist. Regression analysis was used as the main technique testing the 
relationships between the independent variables (Ubuntu and Servant 
leadership), the mediating variable (employee engagement) and the dependent 
variable (organisational performance). The influence of the demographic 
variables was analysed by means of one-way ANOVA tests and post hoc 
Scheffè tests. 
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8.2   SUMMARY OF EMPIRICAL OBJECTIVES AND HYPOTHESES OF 
THE STUDY 
The primary objective of this study was to investigate the perceptions regarding 
the impact of Ubuntu and Servant leadership on employee engagement in the 
workplace. To achieve the primary objective, the following secondary objectives 
were pursued: 
• Literature reviews were conducted on the topics of Ubuntu, Servant 
leadership, employee engagement, and organisational performance.  
• Leadership practices in organisations in the Eastern Cape province of South 
Africa were critically evaluated. 
• A valid instrument was developed to measure Ubuntu as a leadership 
construct. 
• Perceptions regarding the impact of Ubuntu and Servant leadership styles 
on employee engagement were evaluated. 
• Guidelines are developed to improve organisational performance by 
integrating Ubuntu and Servant leadership practices with employee 
engagement initiatives.  
The following variables were subjected to empirical investigation and analyses: 
• Ubuntu leadership: survival, spirit of solidarity, compassion, dignity and 
respect 
• Servant leadership 
• Employee engagement 
• Organisational performance: financial performance, customer performance, 
internal process performance, learning and innovation performance. 
The research hypotheses for the study were formulated as follows: 
H1a: There is a positive relationship between the Ubuntu leadership dimension 
of survival and employee engagement. 
H1b: There is a positive relationship between the Ubuntu leadership dimension 
of spirit of solidarity and employee engagement. 
H1c: There is a positive relationship between the Ubuntu leadership dimension 
of compassion and employee engagement. 
H1d: There is a positive relationship between the Ubuntu leadership dimension 
of dignity and respect and employee engagement. 
H2: There is a positive relationship between Servant Leadership and Employee 
engagement. 
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H3a: There is a positive relationship between employee engagement and 
financial performance. 
H3b: There is a positive relationship between employee engagement and 
customer performance. 
H3c: There is a positive relationship between employee engagement and 
internal process performance. 
H3d:  There is a positive relationship between employee engagement and 
learning and innovation performance. 
H4: There is a positive relationship between the dimensions of the Ubuntu 
Leadership style and the dimensions of Organisational performance.  
H5:  There is a positive relationship between Servant Leadership and the 
dimensions of Organisational performance. 
In addition to the hypotheses developed for the relationships between the model 
variables of the study, the following hypotheses were developed to evaluate the 
influence of demographic variables on the independent and mediating variables 
of the study:  
H6:  Age significantly influenced perceptions of leadership style and employee 
engagement. 
H7:  Gender significantly influenced perceptions of leadership style and 
employee engagement. 
H8:  Ethnic classification significantly influenced perceptions of leadership style 
and employee engagement. 
H9:  Highest qualification significantly influenced perceptions of leadership style 
and employee engagement. 
H10: Position in organisation significantly influenced perceptions of leadership 
style and employee engagement. 
H11: Length of current employment significantly influenced perceptions of 
leadership style and employee engagement. 
H12:  Employment size significantly influenced perceptions of leadership style 
and   employee engagement. 
H13: Organisation’s years in existence significantly influenced perceptions of 
leadership style and employee engagement 
H14: Main activity of the organisation significantly influenced perceptions of 
leadership style and employee engagement. 
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The hypothesised relationships between the study variables are illustrated by 
the model presented in Figure 8.1, below.  
Figure 8.1: Proposed hypothetical model 
 
Source: Constructed by author 
8.3 DATA ANALYSIS PROCEDURE 
Data analysis was conducted by using the STATISTICA (version 13) software 
package. The analysis was conducted in four phases, as follows:  
• PHASE ONE. The objective of phase one was to determine the quality of the 
research instrument by assessing its internal reliability. Cronbach’s 
coefficient alpha was used to measure the internal reliability of each scale of 
the questionnaire (Struwig & Stead, 2013:141).  
• PHASE TWO. The second phase of the data analysis process assessed the 
construct validity of the scales by means of factor analysis and the test of 
unidimensionality. The principle component extraction method was used to 
assess whether individual items are indeed related measures of the 
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underlying dimensions that it intends to measure (Ghauri & Gronhaug, 
2010:192).  
• PHASE THREE. The third phase of the data analysis process calculated the 
descriptive statistics of the empirical data. Measures of the central tendency 
and dispersion were used to calculate the mean and standard deviation of 
the data. 
• PHASE FOUR. Phase four of the data analysis assessed the relationships 
between the independent variables (dimensions of Ubuntu leadership and 
Servant leadership), the mediating variable (employee engagement), and 
the dimensions of the dependent variable (organisational performance) 
through simple and multiple regression analyses. 
• PHASE FIVE. The final phase of the data analysis evaluated the influence of 
the demographic variables on the study variables. 
8.4 LAYOUT OF STUDY VARIABLES 
Table 8.1, below, outlines the abbreviations of the dimensions for the different 
variables of the study.  
Table 8.1: Abbreviations of variables 
VARIABLE ABBREVIATION 
UBUNTU LEADERSHIP 
• Survival 
• Spirit of solidarity 
• Compassion 
• Dignity and respect 
 
SURV 
SOLD 
COMP 
DIGN 
SERVANT LEADERSHIP SERV 
EMPLOYEE ENGAGEMENT ENGA 
ORGANISATIONAL PERFORMANCE 
• Financial performance 
• Customer performance 
• Internal process performance 
• Learning and innovation performance 
 
FINP 
CUSP 
INPRO 
LEARN 
Source: Constructed by author 
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8.5 RELIABILITY OF MEASURING INSTRUMENT 
The internal consistency method of reliability was used in this study to evaluate 
the consistency by which each item in a scale measures the same underlying 
construct. Cronbach’s coefficient alphas are calculated to assess the internal 
consistency of the measuring instrument (Salkind, 2011:122). Zikmund et al. 
(2010:306) states that Cronbach’s coefficient alpha scores between 0.80 to 0.95 
are considered very good reliability, and scores between 0.70 to 0.80 indicate 
good reliability. A coefficient alpha ranging from 0.60 and 0.70 depicts fair 
reliability. Coefficient alpha values equal to or greater than 0.70 for a scale were 
deemed acceptable (Nunnally & Bernstein, 1994). Table 8.2, below, 
summarises the reliability results of the measuring instrument of this study. 
Table 8.2: Reliability of the measuring instrument: Theoretical model 
Measurement scale Cronbach’s Alpha 
Survival (SURV) 0.912 
Spirit of solidarity (SOLD) 0.904 
Compassion (COMP) 0.930 
Dignity and respect (DIGN) 0.921 
Servant leadership (SERV) 0.945 
Employee engagement (ENGA) 0.929 
Financial performance (FINP) 0.777 
Customer performance (CUSP) 0.859 
Internal process performance (INPRO) 0.881 
Learning and innovation performance (LEARN) 0.824 
Source: Calculated by author 
Based on the results presented in Table 8.2, all the items for the different 
scales were retained for further analysis, since all Cronbach’s alpha values 
were well above the cut-off point of 0.70. From the results, it is evident that the 
reliability of the scales can be classified as very good, as all Cronbach’s alpha 
values are higher than 0.80. The exception is financial performance, which 
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measured 0.777, thus showing good reliability. It can, therefore, be concluded 
that the measuring instrument used in this study is highly reliable. 
8.6 VALIDITY OF THE MEASURING INSTRUMENTS 
A series of factor analyses were performed to assess the validity of the scales 
measuring the independent, mediating and dependent variables. The objective 
of the factor analyses was to ascertain whether the scales used in this study 
truly measured their hypothesised constructs. The purpose of the factor 
analyses was to determine whether each of the scales only measures one 
particular construct, and whether each variable is indeed unidimensional. The 
principle components method was employed as the factor extraction method, 
using unrotated factors (StatSoft, 2013).  
The tests of unidimensionality were performed and enabled the creation of 
summated scales. Hair et al. (2014:123) state that the use of summated scales 
reduces the measurement error associated with the individual items used.  The 
test for unidimensionality can be performed through factor analysis, as was the 
case in this study. The dimensions of Ubuntu leadership (survival, spirit of 
solidarity, compassion, and dignity and respect), servant leadership 
(independent variable) and employee engagement (mediating variable) were 
operationalised in this study as one dimensional constructs. The tests for 
unidimensionality were performed accordingly. Furthermore, organisational 
performance was operationalised as a multidimensional construct consisting of 
the following variables: financial performance, customer performance, internal 
process performance, and learning and innovation performance. This 
operationalisation was based on the balanced scorecard approach to 
measuring organisational performance (Kaplan & Norton, 2004, 2005). Tests for 
unidimensionality were performed for each of the four variables constituting the 
balanced scorecard. 
According to Hair et al. (2014:115), factor loadings represent the correlation 
between an original variable and its factor. The authors identified the following 
criteria to determine the practical significance of factor loadings: 
• Factor loadings between 0.30 and 0.40 are considered the minimum level 
for interpretation of structure. 
• Loadings equal to or greater than 0.50 are considered practically significant. 
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• Loadings exceeding 0.70 indicate well-defined structure. 
In terms of statistical significance, Hair et al. (2014:115) state that factor 
loadings greater than 0.30 can be considered significant if the sample size is 
greater than 350. The sample size for this study was 428 and a criterion of 0.40 
was used as the cut-off point for valid factor loadings to determine construct 
validity. Items that did not load or that cross loaded were discarded. Only 
factors with three or more items loading on them were retained for further 
analysis. The retention of factors was further determined by applying the Kaiser-
Guttmann rule which holds that factors having an explained variance 
(eigenvalue) greater than one are considered significant and may be retained 
for further interpretation (Kaiser, 1991:857; Zikmund et al., 2009:594; Hair et al., 
2014:107).  The eigenvalues therefore reflect the amount of common variance 
accounted for by the respective number of items (StatSoft, 2013). 
8.6.1 Perceptions regarding Ubuntu leadership 
The results of the tests for unidimensionality for the independent variables 
constituting the Ubuntu leadership construct are discussed in the following 
sections. Four variables have been conceptualised as constituting an Ubuntu 
leadership style: survival, spirit of solidarity, compassion, and dignity and 
respect.  
(a) Survival 
Table 8.3, below, illustrates the factor loadings for the survival dimension of 
Ubuntu leadership, and summarises the validity results for the independent 
variable, survival. The five items intended to measure survival (SURV1, SURV2, 
SURV3, SURV4 SURV5) all loaded together as expected, and explained 74.2 
percent of the total variance in the data. Factor loadings between -0.841 and -
0.905 were returned for survival. Sufficient evidence of convergent validity for 
this variable was thus provided, as the loadings are greater than 0.40. The 
factor loadings further conform to the criterion of being practically significant, 
with a loading greater than 0.50 (Hair et al., 2014:115). The eigenvalue (3.712 > 
1) for the factor confirms that the factor is unidimensional and significant, and 
can be retained for further interpretation. The operationalisation of survival, 
therefore, remains unchanged. Survival, in the context of this study, is defined 
as the leader’s ability to create an atmosphere of cooperation amongst team 
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members in the face of adversity, while making sacrifices to achieve the team’s 
goals.  
Table 8.3: Factor loadings for survival dimension of Ubuntu leadership 
Item Description Factor loading 
SURV1 Expects me to assist fellow employees during crises. -0,857010 
SURV2 Sees personal hardship of employees as an opportunity to serve them.  -0,843665 
SURV3 Distributes resources in a manner that enables the unit to carry out its work. -0,841146 
SURV4 Is prepared to make personal sacrifices in order to achieve the goals of our unit/department. -0,859214 
SURV5 Has deep concern for employees in times of difficulty. -0,905545 
Eigenvalue 3,712025 
% of Total variance 0,742405 
Source: Calculated by author 
(b) Spirit of solidarity 
Table 8.4, below, summarises the factor loadings for the spirit of solidarity 
dimension of Ubuntu leadership.  
Table 8.4: Factor loadings for the spirit of solidarity dimension of Ubuntu 
Item Description Factor loading 
SOLD1 Encourages our unit to achieve goals collectively. -0,782797 
SOLD2 Fosters an atmosphere of togetherness at work. -0,884230 
SOLD3 Treats employees as one would members of one’s own family. -0,860081 
SOLD4 Makes decisions based on the consensus of the unit.   -0,838558 
SOLD5 Sees himself/herself as one of us in the workplace. -0,885614 
Eigenvalue 3,621863 
% of Total variance 0,724373 
Source: Calculated by author 
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Table 8.4 summarises the validity results for the independent variable spirit of 
solidarity. The five items intended to measure spirit of solidarity (SOLD1, 
SOLD2, SOLD3, SOLD4, SOLD5) all loaded together as expected, and 
explained 72.4 percent of the variance in the data. Factor loadings between -
0.782 and -0.885 were returned for spirit of solidarity and provide the necessary 
evidence of convergent validity, as the loadings are greater than 0.40. 
Furthermore, the factor loading exceeding 0.50 indicates practical significance 
(Hair et al., 2014:115). In addition, the eigenvalue (3.621 > 1) for the factor 
confirms that the factor is indeed unidimensional and significant. The original 
operationalisation of spirit of solidarity, therefore, remains unchanged and is 
retained as a factor for further analysis. In this study, spirit of solidarity was 
operationalised as leader behaviours that demonstrate collectivism, fostering 
togetherness, consensual decision-making, and treating employees as family. 
(c) Compassion 
Table 8.5, below, summarises the factor loadings for the compassion dimension 
of Ubuntu leadership.  
Table 8.5: Factor loadings for the compassion dimension of Ubuntu 
leadership 
Item Description Factor loading 
COMP1 Goes out of his/her way to be helpful towards employees. -0,844464 
COMP2 Shows a brotherly/sisterly concern for employees’ needs. -0,877368 
COMP3 Is sensitive to employees’ personal problems. -0,886441 
COMP4 Listens intently when employees share painful experiences. -0,893757 
COMP5 Empathises deeply when employees feel pain. -0,918993 
Eigenvalue 3,912022 
% of Total variance 0,782404 
Source: Calculated by author 
Table 8.5 summarises the validity results for the independent variable 
compassion. The five items intended to measure compassion (COMP1, 
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COMP2, COMP3, COMP4, COMP5) all loaded together as expected, and 
explained 78.2 percent of the total variance in the data. Factor loadings ranging 
between -0.844 and -0.918 were returned for compassion, providing sufficient 
evidence of convergent validity as the loadings are greater than 0.40. The factor 
loadings are also greater than 0.50, which indicates that the compassion factor 
is practically significant (Hair et al., 2014:115). The eigenvalue (3.912 > 1) for 
the factor confirms that the factor is unidimensional and significant, and can be 
retained for further interpretation. The original operationalisation of compassion, 
therefore, remains unchanged. In this study, compassion was operationalised 
as intense helpfulness towards employees, with an empathetic concern for their 
needs and emotional condition.  
(d) Dignity and respect 
Table 8.6, below, summarises the factor loadings for the dignity and respect 
dimension of Ubuntu leadership.  
Table 8.6: Factor loadings for the dignity and respect dimension of 
Ubuntu leadership 
Item Description Factor loading 
DIGN1 Holds me in high regard. -0,851144 
DIGN2 Treats employees older than himself/herself with respect. -0,843285 
DIGN3 Is considerate of my personal values. -0,879150 
DIGN4 Exercises authority in a humane manner.  -0,884207 
DIGN5 Shows human kindness to employees by treating them as equals. -0,899693 
Eigenvalue 3,799750 
% of Total variance 0,759950 
Source: Calculated by author 
Table 8.6 summarises the validity results for the independent variable dignity 
and respect. The five items intended to measure dignity and respect (DIGN1, 
DIGN2, DIGN3, DIGN4, DIGN5) all loaded together as expected, and explained 
75.9 percent of the total variance in the data. Factor loadings between -0.843 
and -0.899 were returned for dignity and respect. Sufficient evidence of 
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convergent validity is confirmed, as the loadings are greater than 0.40. In 
addition, dignity and respect is found to be practically significant, since the 
loadings are greater than 0.50 (Hair et al., 2014:115). The eigenvalue (3.799 > 
1) confirms that the factor is unidimensional and significant. The factor can 
therefore be retained in the study for further interpretation. Based on these 
results, the original operationalisation of dignity and respect remains 
unchanged.  
In this study, dignity and respect was operationalised as the leader treating 
employees and all his/her followers equally respectfully, and with deep 
consideration for personal values and humanness.   
8.6.2 Perceptions regarding Servant leadership 
Servant leadership was conceptualised as the second independent variable of 
the hypothesised model. The factor loadings for the items measuring servant 
leadership are captured in Table 8.7, below.  
Table 8.7: Factor loadings for Servant leadership 
Item Description Factor loading 
SERV1 Tries to learn from the criticism expressed by others. -0,830683 
SERV2 Encourages me to use my talents at work. -0,810210 
SERV3 Remains tolerant towards employees who have offended him/her. -0,823658 
SERV4 Appears to enjoy his/her colleagues’ success more than his/her own. -0,865408 
SERV5 Takes risks even when he/she is not certain of support from his/her own superior. -0,445306 
SERV6 Emphasises the societal responsibility of our work. -0,824109 
SERV7 Shows his/her true feelings regarding work matters.  -0,701266 
SERV8 Keeps himself/herself in the background while giving credit to others.  -0,824424 
SERV9 Takes risks in doing what he/she believes is the right thing to do.  -0,791398 
SERV10 Holds me accountable for my work performance. -0,609794 
SERV11 Finds it easy to forget errors of the past.  -0,751403 
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Table 8.7 (continued): Factor loadings for Servant leadership 
Item Description Factor loading 
SERV12 Is open about his/her weaknesses at work. -0,772873 
SERV13 Has a long-term vision for our unit. -0,796660 
SERV14 Admits his/her mistakes to his/her superior. -0,839040 
SERV15 Encourages my career advancement. -0,810712 
SERV16 
 Holds me responsible for the work I carry out. -0,595657 
Eigenvalue 9,333536 
% of Total variance 0,583346 
Source: Calculated by author 
The factor loadings presented in Table 8.7 indicate that all the items measuring 
Servant leadership (SERV1 to SERV16) loaded together as intended, and 
explains a proportion of 58.3 percent of the total variance in the data. Factor 
loadings ranging between -0,445 and -0,865 lead to the conclusion that 
sufficient evidence of convergent validity for this variable is provided, as the 
loadings for all the items are greater than 0.40 (Hair et al., 2014:115). The 
results further indicate that all factor loadings are practically significant (loadings 
greater than 0.50), except for SERV5 which has a loading -0.445. The relatively 
high eigenvalue (9.333 > 1) for the factor confirms that the factor is 
unidimensional and significant, and may be retained for further interpretation. 
The operationalisation of Servant leadership, therefore, remains unchanged, as 
no items were disregarded or deleted from the original variable. 
 
Servant leadership, in the context of this study, is defined as a leadership style 
that places the needs of subordinates before the leaders’ own needs, with a 
focus on helping subordinates grow to reach their maximum potential and 
achieve optimal organisational and career success.  
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8.6.3 Perceptions regarding employee engagement 
Employee engagement was conceptualised as the mediating variable of the 
hypothesised model in this study. The factor loadings for items measuring 
employee engagement are captured in Table 8.8, below.  
Table 8.8: Factor loadings for employee engagement 
Item Description Factor loading 
ENGA1 Time seems to pass quickly.  -0,602857 
ENGA2 I feel strong and dynamic.  -0,783412 
ENGA3 My job inspires me. -0,814406 
ENGA4 I find it difficult to detach myself from the work I do.  -0,619257 
ENGA5 I am able to work for sustained periods of time. -0,618884 
ENGA6 I am not afraid to be myself.  -0,631053 
ENGA7 I am enthusiastic about what I am doing.  -0,828283 
ENGA8 I keep trying to succeed, even in times of difficulty.  -0,664930 
ENGA9 I find my tasks challenging in a positive way. -0,747846 
ENGA10 I deal assertively with work problems.  -0,705794 
ENGA11 My job is meaningful to me.  -0,792677 
ENGA12 I confidently handle the physical demands of my job.  -0,682862 
ENGA13 I am brave enough to express my opinions about work-related matters.  -0,638312 
ENGA14 I feel happy when working intensely.  -0,756725 
ENGA15 I consider my job activities to be valuable.  -0,814552 
Eigenvalue 7,728962 
% of Total variance 0,515264 
Source: Calculated by author 
The factor loadings presented in Table 8.8 indicate that the 15 items measuring 
Employee engagement (ENGA1 to ENGA15) loaded together as intended, and 
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explain a proportion of 51.5 percent of the total variance in the data. Factor 
loadings ranging between -0,602 and -0,828 show that sufficient evidence of 
convergent validity for this variable exist, as the loadings for all the items are 
greater than 0.40 (Hair et al., 2014:115). The results further indicate that all 
factor loadings are practically significant, as all loadings are greater than 0.50. 
The eigenvalues (7.728 > 1) for the factor confirm that the factor is 
unidimensional and significant, and can be retained for further interpretation in 
the study. The operationalisation of employee engagement, therefore, remains 
unchanged, as no items were disregarded or deleted from the original variable. 
Recent studies confirmed the single factor structure of employee engagement 
(Olivier & Rothmann, 2007:51; Van Zyl et al., 2010b:8).  
Employee engagement, in the context of this study, is defined as the extent to 
which employees exhibit the desired cognitive, emotional, and physical attitudes 
and behaviours in completing work tasks with vigour, dedication and absorption.   
8.6.4   Perceptions regarding organisational performance 
Organisational performance was conceptualised as the dependent variable of 
the hypothesised model in this study. The construct of organisational 
performance was measured by four variables: financial performance, customer 
performance, internal process performance, and learning and innovation 
performance. The conceptualisation of the four variables was based on the 
balanced scorecard approach to measuring organisational performance, as 
developed by Kaplan and Norton (2004, 2005). The construct validity assessed 
through tests of unidimensionality for the items measuring these four variables 
is discussed in the ensuing sections. 
(a) Financial performance 
The factor loadings for items measuring the financial performance dimension of 
organisational performance are captured in Table 8.9, further below. The factor 
loadings presented in Table 8.9 indicate that the five items measuring financial 
performance (FINP1 to FINP5) all loaded together as intended, and explain a 
proportion total of 52.9 percent of the variance in the data. Factor loadings 
ranging between -0,606 and -0,764 indicate that sufficient evidence of 
convergent validity for this variable exists, as the loadings for all the items are 
greater than 0.40 (Hair et al., 2014:115).   
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Table 8.9: Factor loadings for financial performance of the balanced 
scorecard 
Item Description Factor loading 
FINP1 Is more profitable than other organisations in this sector.  -0,740040 
FINP2 Has improved its profitability over the past year.  -0,757472 
FINP3 Uses capital efficiently to generate sales/turnover.  -0,758869 
FINP4 Consistently strives to minimise expenses.  -0,606664 
FINP5 Rewards its owners with sufficient returns on their investments. -0,764482 
Eigenvalue 2,649779 
% of Total variance 0,529956 
Source: Calculated by author 
Table 8.9 further indicate that all factor loadings are practically significant, as all 
loadings are greater than 0.50. The eigenvalues (2.649 > 1) for the factor 
confirm that the factor is unidimensional and significant. The original factor can, 
therefore, be retained for further interpretation. The operationalisation of 
financial performance, therefore, remains unchanged, as no items were 
disregarded or deleted from the original variable. In this study, the financial 
performance variable is operationalised as the perception that the organisation 
is more profitable than other organisations in the sector, and has improved its 
profitability over the past year.   
(b) Customer performance 
The factor loadings for items measuring the customer performance dimension 
of organisational performance are captured in Table 8.10, below. The factor 
loadings indicate that the five items measuring customer performance (CUSP1 
to CUSP5) all loaded together as intended, and explain a total proportion of 
65.3 percent of the variance in the data. Factor loadings ranging between -
0.716 and -0.860 indicate that sufficient evidence of convergent validity for this 
variable exists, as the loadings for all the items are greater than 0.40 (Hair et 
al., 2014:115). 
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Table 8.10: Factor loadings for customer performance of the balanced 
scorecard 
Item Description Factor loading 
CUSP1 Consistently exceeds customer needs and expectations. -0,796850 
CUSP2 Provides products and/or services that interest and excite customers.  -0,847343 
CUSP3 Mostly has customers that are satisfied with our 
products and/or services.  
-0,860250 
CUSP4 Provides specialised products and/or services that are not available from competitors.  -0,716362 
CUSP5 Provides products and/or services that customers are likely to recommend to friends and family. -0,814732 
Eigenvalue 3,269952 
% of Total variance 0,653990 
Source: Calculated by author 
 Table 8.10 further indicate that all factor loadings are practically significant, as 
all loadings are greater than 0.50. The eigenvalues (3.269 > 1) for the factor 
confirm that the factor is unidimensional and significant, and may be retained for 
further interpretation. The operationalisation of customer performance, 
therefore, remains unchanged, as no items were disregarded or deleted from 
the original variable. In this study, the customer performance variable was 
operationalised as the perceived ability of the organisation to anticipate and 
satisfy customer needs, while bringing about favourable customer attitudes and 
repeat purchase behaviours.   
(c) Internal process performance 
The factor loadings for items measuring the internal process performance 
dimension of organisational performance are captured in Table 8.11, further 
below. The factor loadings presented in Table 8.11 indicate that the five items 
measuring internal process performance (INPRO1 to INPRO5) all loaded 
together as intended, and explain 68.2 percent of the variance in the data. 
Factor loadings ranging between -0.808 and -0.843 indicate that sufficient 
evidence of convergent validity for this variable exists, as the loadings for all the 
items are greater than 0.40 (Hair et al., 2014:115).  
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Table 8.11:  Factor loadings for internal process performance of the 
balanced scorecard 
Item Description Factor loading 
INPRO1 Uses resources (e.g. labour, materials) efficiently to produce products and/or services.  -0,808409 
INPRO2 Offers consistently good quality products and/or services.  -0,839488 
INPRO3 Maintains clear policies and procedures for how work is to be done. -0,821363 
INPRO4 Avoids producing defective products/services by doing things right the first time. -0,843983 
INPRO5 Is able to increase outputs while keeping inputs the same. -0,816250 
Eigenvalue 3,411473 
% of Total variance 0,682295 
Source: Calculated by author 
Table 8.11 further indicate that all factor loadings are practically significant, as 
all loadings are greater than 0.50. The eigenvalues (3.411 > 1) for the factor 
confirm that the factor is unidimensional and significant, and can therefore be 
retained for further interpretation. The operationalisation of internal process 
performance, therefore, remains unchanged, as no items were disregarded or 
deleted from the original variable.  
In this study, the internal process performance variable was operationalised as 
the perception that the organisation places emphasis on the effectiveness of 
internal processes relating to quality and productivity that will allow it to achieve 
competitive advantage.  
(d) Learning and innovation performance 
The factor loadings for items measuring the learning and innovation 
performance dimension of organisational performance are captured in Table 
8.12, below.  
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Table 8.12: Factor loadings for learning and innovation performance of the 
balanced scorecard 
Item Description Factor loading 
LEARN1 Utilises new information/products/processes to become more successful. -0,765827 
LEARN2 Encourages employees to take the initiative in solving work-related problems.  -0,732462 
LEARN3 Learns to benefit from both failure and success. -0,840750 
LEARN4 Improves employee performance through training and development. -0,776842 
LEARN5 Frequently introduces new products and/or services into the market. -0,729635 
Eigenvalue 2,965703 
% of Total variance 0,593141 
Source: Calculated by author 
The factor loadings presented in Table 8.12 indicate that the five items 
measuring learning and innovation performance (LEARN1 to LEARN5) all 
loaded together as intended, and explain a total proportion of 59.3 percent of 
the variance in the data. Factor loadings ranging between -0.729 and -0.840 
indicate that sufficient evidence of convergent validity for this variable exists, as 
the loadings for all the items are greater than 0.40 (Hair et al., 2014:115). The 
results further indicate that all factor loadings are practically significant, as all 
loadings are greater than 0.50. The eigenvalues (2.965 > 1) for the factor 
confirm that the factor is unidimensional and significant, and can therefore be 
retained for further interpretation. The operationalisation of learning and 
innovation performance, therefore, remains unchanged, as no items were 
disregarded or deleted from the original variable.  
In this study, the learning and innovation performance variable was 
operationalised as the perceptions of the ability of the organisation to harness 
new knowledge and skills and, through this, improve its performance and adapt 
to change. The variable consists of items measuring perceptions of 
organisational learning and innovation.  
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8.7 DESCRIPTIVE STATISTICS 
In this study, descriptive statistics were used to summarise the central tendency 
of the data by measuring the mean, and dispersion of the data around the mean 
by calculating the standard variation. The mean and the standard deviation are 
the most frequently used measures to describe data (Zikmund et al., 2009). The 
mean, standard deviations, and frequency data are recorded in Table 8.13, 
below.  
Table 8.13:  Descriptive statistics for each variable: general sample 
response per category 
Variable Mean 
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SURV 5,29 1,35 0 3 6 10 19 32 30 
SOLD 5,35 1,32 0 2 5 10 18 36 29 
COMP 5,36 1,37 0 4 4 10 16 34 32 
DIGN 5,48 1,29 0 2 4 8 17 35 34 
SERV 5,30 1,18 0 1 3 11 19 37 29 
ENGA 5,61 0,93 0 0 1 6 16 43 34 
FINP 5,53 0,94 0 1 0 6 24 40 29 
CUSP 5,62 1,01 0 0 1 7 19 39 34 
INPRO 5,60 1,05 0 0 3 7 17 42 31 
LEARN 5,61 0,99 0 0 1 8 19 39 33 
N = 428 
Source: Calculated by author 
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Table 8.13 presents the descriptive statistics of the data relating to the different 
variables of this study. The data was collected by anchoring the items of the 
questionnaire on a seven-point Likert scale. The Likert scale in the 
questionnaire was given as: 1-strongly disagree; 2-disagree; 3-disagree 
somewhat; 4-neutral; 5-agree somewhat, 6-agree and 7-strongly agree. 
Respondents indicated the extent to which they agree or disagree with each 
statement by choosing the appropriate option between a range of one to seven. 
Table 8.13 summarises the response frequency for each interval of the scale as 
a percentage of the total responses for each variable. 
The mean score of 5.29 for survival indicates that respondents somewhat agree 
that their leader expects them to assist fellow employees during crises, and 
distributes resources in a manner that enables their unit to carry out its work. 
The standard deviation indicates relatively high variability in the scores (SD >1). 
The majority of the respondents either agree (32%) or strongly agree (30%) that 
their leader sees the employee’s personal hardship as an opportunity to be of 
service to them, and has a deep concern for employees in times of difficulty. 
The responses further indicate agreement with the statement that their leader is 
prepared to make personal sacrifices in order for their unit to achieve their 
goals. A total of nine percent of the respondents disagreed with the statements 
on survival.  
The mean score of 5.35 for spirit of solidarity indicates that respondents agree 
somewhat that their leader sees himself/herself as one of them in the 
workplace, and encourages their work unit to collectively achieve goals. It is 
evident that there is comparatively high variability in the scores (SD > 1), with 
approximately 70 percent of the responses located within a standard of 1.32 
from the mean. The majority of the respondents either agree (36%) or strongly 
agree (29%) that their leader fosters an atmosphere of togetherness at work, 
and makes decisions based on the consensus of their work unit. In addition, the 
majority of the respondents agree or strongly agree that their leader treats 
employees as if they were members of his/her family. Only seven percent of the 
respondents were in disagreement with the statements on spirit of solidarity.  
The mean score of 5.36 for compassion reveals that respondents perceive their 
leader as compassionate in understanding the adversities that employees face. 
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The standard deviation indicates relatively high variability in the scores (SD > 
1). The frequency data reveals that the majority of the respondents agree (34%) 
or strongly agree (32%) that their leader goes out of his/her way to be helpful 
towards employees. The result further reveals agreement with the statement 
that the leader shows a brotherly/sisterly concern for employees’ psychological 
needs, and is sensitive to employees’ personal problems. The leader is also 
perceived to be someone who listens with intense consideration when 
employees have painful experiences, and shows empathy in a deeply caring 
way. A total of eight percent of the respondents disagreed with the statements 
on compassion.  
The mean score of 5.48 for dignity and respect shows that respondents agree 
somewhat that their leader holds a high opinion of them. A standard deviation 
score of 1.29 indicates relatively high variability in the responses (SD > 1). The 
majority of the respondents either agree (35%) or strongly agree (34%) that 
their leader is considerate of employees’ personal values, and shows kindness 
to employees by treating them as equals. The respondents also mainly agree or 
strongly agree that their leaders exercise authority in a supportive manner, and 
looks up to older employees. Only six percent of the respondents disagreed 
with the statements on dignity and respect. 
The servant leadership results in Table 8.13 show a mean value of 5.30 and 
reveal that respondents agree somewhat that their leader exhibits a leadership 
style that places the needs of subordinates before the leaders’ own needs. The 
standard deviation indicates relatively high variability in the scores (SD > 1). 
The majority of the respondents either agree (37%) or strongly agree (29%) that 
their leader focusses on helping subordinates grow to reach their maximum 
potential, and achieve optimal organisational and career success. This result 
further indicates that most respondents either agree or strongly agree that their 
leader is empowering, holds employees accountable for their actions, and is 
humble and authentic. In addition, the leader exercises courage in taking risks 
by doing what he/she believes to be the right thing to do. The respondents 
mainly agree or strongly agree that their leader emphasises the societal 
responsibility of their work and has a long-term vision. A combined total of four 
percent of the responses indicated disagreement with the statements relating to 
servant leadership. 
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For employee engagement, the mean value of 5,61 indicates that the majority of 
the respondents agree with the statements relating to their engagement at work. 
The standard deviation indicates moderate variability in the scores (SD < 1). 
Respondents mostly agree (43%) or strongly agree (34%) to having abundant 
energy, enthusiasm and stamina while working. Employees further agree or 
strongly agree that they have a sense of meaning, significance, inspiration, 
pride, and challenge in performing work. The results further reveal that 
respondents are mainly characterised by having full concentration and being 
happily engrossed in work tasks. In addition, it suggests that respondents 
perceive time to pass quickly, are fully immersed in tasks, and find it difficult to 
detach themselves from their work. Only one percent of the respondents 
disagreed with the statements relating to their engagement at work.   
The descriptive statistics for financial performance, with a mean of 5.53, indicate 
that respondents agree that their organisation efficiently uses capital to 
generate turnover, while keeping expenses to a minimum. The standard 
deviation of 0.94 indicates moderate variability in the responses (SD < 1). The 
majority of the respondents either agree (40%) or strongly agree (29%) that the 
organisation’s profitability has improved over the past year, and is generally 
more profitable than its competitors. Only one percent of the respondents 
disagreed with the statements measuring financial performance. 
The customer performance results show a mean of 5.62. This indicates that 
respondents mainly agree that their organisation consistently exceeds customer 
expectations, and has customers that are satisfied and loyal. The standard 
deviation indicates high variability in the scores (SD > 1). The majority of the 
respondents either agree (39%) or strongly agree (34%) that their organisation 
provides products to customers that are not available from competitors, and that 
customers are likely to recommend the organisation to friends and family.  Only 
one percent of the respondents disagreed with the statements measuring 
customer performance 
The internal process performance variable shows a mean of 5.60, which 
illustrates that respondents agree that the organisation uses resources 
efficiently to produce products/services, and is able to increase outputs while 
keeping inputs constant. The standard deviation indicates comparatively high 
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variability in the scores (SD > 1). The results reveal that the majority of the 
respondents agree (42%) or strongly agree (31%) that their organisation avoids 
making defective products by doing things right the first time. The respondents 
mainly perceive the organisation as consistently providing good quality products 
and/or services, and is productive. Only three percent of the respondents 
disagreed with the statements measuring internal process performance 
The results of the learning and innovation performance data indicates a mean of 
5.61. Based on the standard deviation, it is evident that there is moderate 
variability in the scores (SD < 1). The respondents mainly agree (39%) or 
strongly agree (33%) that their organisation encourages them to take initiative in 
solving work-related problems, and improves employee performance through 
training and development. The majority of the respondents either agree or 
strongly agree that their organisation frequently introduces new products into 
the market, and learns to benefit from both failure and successes. Only one 
percent of the respondents disagreed with the statements measuring learning 
and innovation performance.  
8.8   REGRESSION ANALYSIS 
Simple and multiple regression analyses were used to determine the influence 
of the independent variables on the dependent variables in this study. The 
following sets of regression analyses were performed:  
• Ubuntu leadership dimensions: survival, spirit of solidarity, compassion, and 
dignity and respect (independent variables) regressed onto employee 
engagement (dependent variable).  
• Servant leadership (independent variable) regressed onto employee 
engagement (dependent variable).  
• Employee engagement (mediating variable) regressed onto organisational 
performance (dependent variable). In this study, the organisational 
performance construct was measured through four variables: financial 
performance, customer performance, internal process performance, and 
learning and innovation performance, based on the balanced scorecard.  
• Dimensions of Ubuntu leadership (survival, spirit of solidarity, compassion, 
and dignity and respect), and Servant leadership (independent variables) 
regressed onto the dimensions of organisational performance: financial 
performance, customer performance, internal process performance, and 
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learning and innovation performance (dependent variables). This regression 
evaluates the unmediated influence of the independent variables on the 
dependent variables. 
The F-statistic in combination with its associated p-value (significance level) 
enabled the researcher to determine the statistical significance of the regression 
model. Zikmund et al. (2009:570) explain that when a model F is significant (low 
p-value), the independent variable explains a significant portion of the variation 
in the dependent variable. The p-value is defined as the computed or observed 
significance value that indicates that the likelihood for an inference supporting a 
difference between an observed value and some statistical value is true 
(Zikmund et al., 2009:510). The significance level for the regression analyses in 
this study was set at 95 percent (p-value = 0.05). By utilising the standardised 
coefficient beta (b*) of regression analysis, it was determined which 
independent variable is most predictive of the dependent variable (Zikmund et 
al., 2009:586).  In addition, the coefficient of multiple determination (R2) was 
used to indicate the percentage of variation in the dependent variables 
explained by the combination of all the independent variables in the regression 
model (Ghauri & Gronhaug, 2010:176).  
8.8.1 The influence of Ubuntu leadership on employee engagement 
Table 8.14, further below, summarises the regression analyses of the 
dimensions of Ubuntu leadership: survival, spirit of solidarity, compassion, and 
dignity and respect on employee engagement. From Table 8.14, it can be seen 
that the independent variables of survival, spirit of solidarity, compassion, and 
dignity and respect explain a significant proportion of the variance in the 
dependent variable employee engagement (F 52.88; p < 0.05).  It is further 
evident that the independent variables explained 33.33 percent (R2) of the 
variance of employee engagement. No significant relationships were found to 
exist between the independent variables, survival (b*= 0.174; p > 0.05), 
compassion (b*= 0.078; p > 0.05) and dignity and respect (b*= -0.028; p > 0.05).  
Based on these results, it is anticipated that organisational leaders who exhibit 
Ubuntu leadership behaviours related to survival, compassion and dignity and 
respect will not influence employee engagement. While the relationship of 
dignity and respect was insignificant (p >0.05), it is notable that a negative 
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relationship exists between this variable and employee engagement (b*= -
0.028).  
Table 8.14: Regression analysis of dimensions of Ubuntu on employee 
engagement  
Dependent Variable: Employee engagement 
Independent variables b* Std.Err. b Std.Err. t(422) p-value 
SURV 0,174 0,137 0,121 0,094 1,276 0,203 
SOLD 0,366 0,112 0,259 0,079 3,268 0,001 
COMP 0,078 0,126 0,053 0,086 0,615 0,539 
DIGN -0,028 0,126 -0,020 0,091 -0,221 0,825 
R= ,57737232 R²= ,33335879 Adjusted R²= ,32705485 
F (4,423) =52,881 p<0,0000 Std.Error of estimate: ,76493 
N=428 
Source: Calculated by author 
The regression results presented in Table 8.14 further illustrate a significant and 
positive relationship between spirit of solidarity and employee engagement (b*= 
0.366; p < 0.05). In this study, spirit of solidarity was operationalised as 
leadership behaviours that include consensual decision-making, fostering an 
atmosphere of togetherness, and collective goal achievement. In addition, these 
behaviours are exhibited through the leader treating employees as members of 
their own families, and respondents perceiving the leader as one of them. The 
results, therefore, suggest that as spirit of solidarity behaviours increase, the 
level of employee engagement increases accordingly in the workplace.  
8.8.2 The influence of Servant leadership on employee engagement 
Table 8.15, below, summarises the results of the regression analysis of the 
independent variable Servant leadership on employee engagement.  
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Table 8.15:  Regression analysis of Servant leadership on employee 
engagement 
Dependent Variable: Employee engagement 
Mediating variable b* Std.Err. b Std.Err. t(426) p-value 
SERV 0,590 0,039 0,466 0,031 15,101 0,000 
R= ,59048340 R²= ,34867065 Adjusted R²= ,34714171 
F(1,426)=228,05 p<0,0000 Std.Error of estimate: ,75342 
N=428 
Source: Calculated by author 
Table 8.15 indicates that a significant and positive relationship exists between 
the independent variable servant leadership and employee engagement (b* = 
0.590; p < 0.05). Furthermore, it can be seen that Servant leadership, in this 
regression model, explains a significant proportion (F = 228.05; p < 0.05) of the 
variance in employee engagement. The R2 score reveals that 34.86 percent of 
the variance in employee engagement is explained by the influence of Servant 
leadership. These results suggest that organisational leaders who exhibit 
servant leader behaviours will increase employee engagement in the 
workplace.  
8.8.3 The influence of employee engagement on organisational  
 performance variables 
Employee engagement is conceptualised as the mediating variable of the 
hypothesised model of this study. For the purpose of regression analysis, 
employee engagement is positioned as the independent variable, and is posited 
to have a positive relationship with the dimensions of organisational 
performance. Based on the balanced scorecard approach (Kaplan & Norton, 
2004, 2005), the variables constituting organisational performance are: financial 
performance, customer performance, internal process performance, and 
learning and innovation performance. The following sections provide a 
discussion of the regression analysis results of the relationship between 
employee engagement and the aforementioned variables of organisational 
performance.  
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(a) Influence of employee engagement on financial performance  
Table 8.16, below, summarises the regression analysis results for the influence 
of employee engagement on financial performance. 
Table 8.16: Regression analysis of employee engagement and financial 
performance of the balanced scorecard. 
   Dependent Variable: Financial performance 
Mediating variable b* Std.Err. b Std.Err. t(426) p-value 
Employee engagement 0,454 0,043 0,460 0,044 10,515 0,000 
R= .45393615 R²= .20605803 Adjusted R²= .20419432 
F(1,426)=110.56 p<0.0000 Std.Error of estimate: .84272  
N=428 
Source: Calculated by author 
From Table 8.16, the R2 value of 0.206 indicates that 20.6 percent of the 
variance in financial performance is explained by employee engagement. A 
significant and positive relationship exists between the mediating variable 
employee engagement and the dependent variable financial performance (b* = 
0.454; p <0.05). The results suggest that financial performance is predicted to 
increase as employees become more engaged in the workplace.  
(b) Influence of employee engagement on customer performance  
Table 8.17, below, summarises the regression analysis results for the influence 
of employee engagement on customer performance.  
Table 8.17: Regression analysis of employee engagement and customer 
performance of the balanced scorecard. 
Dependent Variable: Customer performance 
Mediating variable b* Std.Err. b Std.Err. t(426) p-value 
Employee engagement 0,468 0,043 0,506 0,046 10,932 0,000 
R= .46806679 R²= .21908652 Adjusted R²= .21725339 
F (1,426) =119.51 p<0.0000 Std.Error of estimate: .89124 
N = 428 
Source: Calculated by author 
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From Table 8.16, the R2 value of 0.219 indicates that 21.9 percent of the 
variance in customer performance is explained by employee engagement. A 
significant and positive relationship exists between the mediating variable 
employee engagement and the dependent variable customer performance (b* = 
0.468; p < 0.05). The results suggest that customer performance is predicted to 
increase as employees become more engaged in the workplace. 
(c) Influence of employee engagement on internal process performance  
Table 8.18, below, summarises the regression analysis results for the influence 
of employee engagement on internal process performance. 
Table 8.18: Regression analysis of employee engagement and internal 
process performance of the balanced scorecard. 
Dependent Variable: Internal process performance 
Mediating variable b* Std.Err. b Std.Err. t(426) p-value 
Employee engagement 0,477 0,043 0,536 0,048 11,206 0,000 
R= .47714033 R²= .22766289 Adjusted R²= .22584989 
F (1,426) =125.57 p<0.0000 Std.Error of estimate: .92120 
N = 428 
Source: Calculated by author 
From Table 8.17, the R2 value of 0.228 indicates that 22.8 percent of the 
variance in internal process performance is explained by employee 
engagement. A significant and positive relationship exists between the 
mediating variable employee engagement and the dependent variable internal 
process performance (b* = 0.477; p < 0.05). The results suggest that internal 
process performance is predicted to increase as employees become more 
engaged in the workplace.  
(d) Influence of employee engagement on learning and innovation 
performance 
Table 8.19, below, summarises the regression analysis results for the influence 
of employee engagement on learning and innovation performance. 
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Table 8.19: Regression analysis of employee engagement and learning 
and innovation performance of the balanced scorecard. 
Dependent Variable: Learning and innovation performance 
Mediating variable b* Std.Err. b Std.Err. t(426) p-value 
Employee engagement 0,550 0,040 0,582 0,043 13,592 0,000 
R= .55000093 R²= .30250102 Adjusted R²= .30086370 
F (1,426) =184.75 p<0.0000 Std.Error of estimate: .82477 
N = 428 
Source: Calculated by author 
From Table 8.19, the R2 value of 0.303 indicates that 30.3 percent of the 
variance in learning and innovation performance is explained by employee 
engagement. A significant and positive relationship exists between the 
mediating variable employee engagement and the dependent variable learning 
and innovation performance (b* = 0.550; p <0.05). The results suggest that 
learning and innovation performance is predicted to increase as employees 
become more engaged in the workplace.  
8.8.4 The unmediated influence of the dimensions of Ubuntu leadership 
on the dimensions of organisational performance 
The unmediated influence of the dimensions of Ubuntu leadership (survival, 
spirit of solidarity, compassion, and dignity and respect) on the dependent 
variables constituting organisational performance were analysed through 
multiple regression analysis. Based on the balanced scorecard approach 
(Kaplan & Norton, 2004, 2005), the dimensions of organisational performance 
are: financial performance, customer performance, internal process 
performance, and learning and innovation performance. The results of the 
regression analyses are discussed in the following sections. 
(a) Influence of dimensions of Ubuntu leadership on financial performance 
Table 8.20, below, summarises the regression results of the dimensions of 
Ubuntu leadership (survival, spirit of solidarity, compassion, and dignity and 
respect) on the dependent variable financial performance.  
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Table 8.20: Regression analysis of Ubuntu leadership and financial 
performance of the balanced scorecard 
Dependent Variable: financial performance 
Independent variables b* Std.Err. b Std.Err. t(422) p-value 
Survival 0,460 0,150 0,322 0,105 3,066 0,002 
Spirit of solidarity 0,432 0,123 0,309 0,088 3,510 0,000 
Compassion -0,280 0,138 -0,193 0,096 -2,022 0,044 
Dignity and respect -0,215 0,139 -0,157 0,101 -1,548 0,122 
R= ,44249818 R²= ,19580464 Adjusted R²= ,18819996 
F (4,423) =25,748 p<0,0000 Std.Error of estimate: ,85114 
N=428 
Source: Calculated by author 
From Table 8.20, the F-statistic of the regression model provides evidence that 
the independent variables are significant predictors of the dependent variable 
financial performance (F = 25.748; p < 0.05). The independent variables explain 
19.5 percent (R2 = 0.195) of the variance in the dependent variable. Survival (b* 
= 0.460; p < 0.05) and spirit of solidarity (b* = 0.432; p < 0.05) have a significant 
and positive relationship with financial performance. This indicates that where 
Ubuntu leadership behaviours of Survival are exhibited, financial performance is 
expected to increase. Similarly, leaders fostering a spirit of solidarity will lead to 
the organisation increasing its financial performance. A significant, but negative, 
relationship was found between compassion (b* = -0.280; p < 0.05) and 
financial performance. This result suggests that higher levels of leadership 
compassion will decrease financial performance. An insignificant and negative 
result was found between dignity and respect (b* = -0.254; p > 0.05) and 
financial performance. This result proposes that leader behaviours of dignity 
and respect do not have any impact on financial performance.  
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(b) Influence of dimensions of Ubuntu leadership on customer 
performance 
Table 8.21, below, summarise the regression results of the dimensions of 
Ubuntu leadership (survival, spirit of solidarity, compassion, and dignity and 
respect) on the dependent variable customer performance.  
Table 8.21:  Regression results of the dimensions of Ubuntu leadership 
and customer performance of the balanced scorecard 
Dependent Variable: Customer performance 
Independent variables b* Std.Err. b Std.Err. t(422) p-value 
Survival 0,397 0,146 0,297 0,109 2,711 0,007 
Spirit of solidarity 0,436 0,120 0,333 0,092 3,625 0,000 
Compassion -0,056 0,135 -0,041 0,100 -0,416 0,678 
Dignity and respect -0,321 0,135 -0,250 0,105 -2,369 0,018 
R= ,48240916 R²= ,23271860 Adjusted R²= ,22546299  
F(4,423)=32,074 p<0,0000 Std.Error of estimate: ,88655  
N=428 
Source: Calculated by author 
From Table 8.21, the F-statistic of the regression model provides evidence that 
the independent variables are significant predictors of the dependent variable 
customer performance (F = 32.07; p < 0.05). The independent variables explain 
23.2 percent (R2 = 0.232) of the variance in the dependent variable. Survival (b* 
= 0.397; p < 0.05) and spirit of solidarity (b* = 0.436; p < 0.05) have a significant 
and positive influence on customer performance. This result indicates that 
where Ubuntu leadership behaviours of Survival are exhibited, customer 
performance is expected to increase. Similarly, leaders fostering a spirit of 
solidarity will result in the organisation increasing its customer performance. An 
insignificant and negative relationship was found between compassion (b* = -
0.056; p > 0.05) and customer performance. A statistically significant and 
negative relationship was found between dignity and respect (b* = -0.321; p < 
0.05) and customer performance. The nature of this relationship reveals that an 
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increase in leadership behaviours of dignity and respect will result in decreased 
customer performance.   
(c) Influence of dimensions of Ubuntu leadership on internal process 
performance 
Table 8.22, below, summarises the regression results of the dimensions of 
Ubuntu leadership (survival, spirit of solidarity, compassion, and dignity and 
respect) on the dependent variable internal process performance.  
Table 8.22: Regression results of the dimensions of Ubuntu leadership 
and internal process performance of the balanced scorecard 
Dependent Variable: Internal process performance 
Independent variables 
b* Std.Err. b Std.Err. t(422) p-
value 
Survival 0,691 0,140 0,537 0,109 4,946 0,000 
Spirit of solidarity 0,291 0,115 0,231 0,091 2,532 0,012 
Compassion -0,441 0,129 -0,337 0,099 -3,417 0,001 
Dignity and respect -0,032 0,129 -0,026 0,105 -0,248 0,804 
R= ,54919779 R²= ,30161821 Adjusted R²= ,29501413 
F(4,423)=45,671 p<0,0000 Std.Error of estimate: ,87909 
N=428 
Source: Calculated by author 
From Table 8.22, the F-statistic of the regression model provides evidence that 
the independent variables are significant predictors of the dependent variable 
internal process performance (F = 45.67; p < 0 .05). The value of R2 of 0.301 
reveals that the independent variables explain 30.1 percent of the variance in 
the dependent variable. Survival (b* = 0.691; p<0.05) has a significant and 
positive influence on internal process performance. This result indicates that 
where Ubuntu leadership behaviours of Survival are exhibited, internal process 
performance is expected to increase. Likewise, spirit of solidarity (b* = 0.291; p 
< 0.05) has a significant and positive relationship with internal process 
performance, which indicates that internal process performance is expected to 
rise as leaders foster a spirit of solidarity in the workplace. A significant and 
negative relationship was found between compassion (b* = -0.441; p<0.05) and 
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internal process performance. This result reveals that higher levels of 
leadership compassion will result in a decrease in internal process 
performance. A statistically insignificant and negative relationship was found 
between dignity and respect (b* = -0.032; p > 0.05) and internal process 
performance; this indicates that internal process performance is not impacted 
by leaders exhibiting dignity and respect at work. 
(d) Influence of dimensions of Ubuntu leadership on learning and 
innovation performance 
Table 8.23, below, summarises the regression results of the dimensions of 
Ubuntu leadership (survival, spirit of solidarity, compassion, and dignity and 
respect) on the dependent variable learning and innovation performance.  
Table 8.23: Regression results of the dimensions of Ubuntu leadership 
and learning and innovation performance of the balanced 
scorecard 
Dependent Variable: Learning and innovation performance 
Independent variables 
b* Std.Err. b Std.Err. t(422) p-
value 
Survival 0,555 0,135 0,406 0,099 4,095 0,000 
Spirit of solidarity 0,445 0,111 0,332 0,083 3,996 0,000 
Compassion -0,342 0,125 -0,246 0,090 -2,732 0,007 
Dignity and respect -0,101 0,125 -0,077 0,096 -0,809 0,419 
R= ,58612697 R²= ,34354483 Adjusted R²= ,33733722 
F(4,423)=55,342 p<0,0000 Std.Error of estimate: ,80297 
N=428 
Source: Calculated by author 
From Table 8.23, the F-statistic of the regression model provides evidence that 
the independent variables are significant predictors of the dependent variable 
learning and innovation performance (F = 55.34; p < 0.05). The value of R2 of 
0.343 reveals that the independent variables explain 34.3 percent of the 
variance in the dependent variable. Survival (b* = 0.55; p < 0.05) has a 
significant and positive influence on learning and innovation performance. This 
result indicates that where Ubuntu leadership behaviours of Survival are 
exhibited, learning and innovation performance is expected to increase. Spirit of 
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solidarity (b* = 0.445; p < 0.05) shows a statistically significant and positive 
influence on learning and innovation performance.  This signifies that leaders 
who foster a spirit of solidarity will create higher levels of learning and 
innovation performance. A significant and negative relationship was found 
between compassion (b* = -0.342; p < 0.05) and learning and innovation 
performance. This result reveals that higher levels of leadership compassion will 
result in a decrease in learning and innovation performance. A statistically 
insignificant and negative relationship was found between dignity and respect 
(b* = -0.101; p > 0.05) and learning and innovation performance.  Based on this, 
it is anticipated that exhibiting dignity and respect will not influence the level of 
learning and innovation performance in the workplace 
8.8.5 Summary of regression results of Ubuntu leadership and 
organisational performance 
The above regression analyses report mixed results for the unmediated 
influence of the dimensions of Ubuntu leadership on the dimensions of 
organisational performance. The summary of the regression results based on 
significance (p-value), and type of relationship b* (+) or b* (-), are tabulated in 
Table 8.24, below. 
Table 8.24: Summary of regression results 
 FINP CUSP INPRO LEARN 
 p < 0.05 b* p < 0.05 b* p < 0.05 b* p < 0.05 b* 
SURV yes + yes + yes + yes + 
SOLD yes + yes + yes + yes + 
COMP yes - no - yes - yes - 
DIGN no - yes - no - no - 
Source: Constructed by author 
The summary provided in Table 8.24 indicates that survival and spirit of 
solidarity consistently show a significant and positive relationship with all four 
dimensions of organisational performance. The compassion dimension of 
Ubuntu leadership was found to have a significant negative impact on three of 
the four dimensions (financial performance, internal process performance, and 
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learning and innovation performance) of organisational performance. 
Furthermore, an insignificant and negative relationship was found between 
compassion and customer performance. Dignity and respect was found to have 
an insignificant negative influence on three of the four dimensions (financial 
performance, internal process performance, and learning and innovation 
performance) of organisational performance, with a significant negative 
influence only on customer performance.  
8.8.6 The unmediated influence of Servant leadership on the dimensions 
of organisational performance 
The following sections discuss the relationship between the second 
independent variable of the study, Servant leadership, and the dimensions of 
organisational performance (financial performance, customer performance, 
internal process performance, and learning and innovation performance) of the 
balanced scorecard.  
(a) Influence of Servant leadership on financial performance 
Table 8.25, below, summarises the regression results of Servant leadership and 
the dependent variable financial performance.  
Table 8.25: Regression analysis of Servant leadership and financial 
performance of the balanced scorecard 
Dependent Variable: Financial performance 
Independent variable 
b* Std.Err. b Std.Err. t(422) p-
value 
Servant leadership 0,427 0,044 0,341 0,035 9,738 0,000 
R= ,42670827 R²= ,18207995 Adjusted R²= ,18015995 
F(1,426)=94,833 p<0,0000 Std.Error of estimate: ,85535 
N=428 
Source: Calculated by author 
From Table 8.25, the F-statistic of the regression model provides evidence that 
servant leadership is a significant predictor of the dependent variable financial 
performance (F = 94.83; p < 0.05), and explains 18.2 percent (R2 = 0.182) of 
the variance in financial performance. A significant and positive relationship 
between the two variables is further demonstrated by the results (b* = 0.427; p 
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< 0.05). This indicates that where servant leadership behaviours are exhibited 
in the workplace, financial performance is expected to increase.  
(b) Influence of Servant leadership on customer performance 
Table 8.26, below, summarises the regression results of Servant leadership and 
the dependent variable customer performance.  
Table 8.26: Regression analysis of Servant leadership and customer 
performance of the balanced scorecard 
Dependent Variable: Customer performance 
Independent variable 
b* Std.Err. b Std.Err. t(422) p-
value 
Servant leadership 0,468 0,043 0,399 0,036 10,938 0,000 
R= ,46824402 R²= ,21925247 Adjusted R²= ,21741973 
F(1,426)=119,63 p<0,0000 Std.Error of estimate: ,89115 
N=428 
Source: Calculated by author 
The F-score in Table 8.26 provides evidence that servant leadership is a 
significant predictor of the dependent variable customer performance (F = 
119.63; p < 0.05), and explains 21.9 percent (R2 = 0.219) of the variance in 
customer performance. A significant and positive relationship between the two 
variables is further demonstrated by the results (b* = 0.468; p < 0.05). This 
result indicates that servant leadership behaviours will increase customer 
performance. 
(c) Influence of Servant leadership on internal process performance 
Table 8.27, below, summarises the regression results of Servant leadership and 
the dependent variable internal process performance. From Table 8.27, it is 
clear that servant leadership is a significant predictor of the dependent variable 
internal process performance (F = 165.15; p < 0.05), and explains 27.9 percent 
(R2 = 0.279) of the variance in internal process performance. A significant and 
positive relationship between the two variables is further demonstrated by the 
results (b* = 0.529; p < 0.05). This result indicates that servant leadership 
behaviours will increase internal process performance in the workplace. 
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Table 8.27: Regression analysis of Servant leadership and internal 
process performance of the balanced scorecard 
Dependent Variable: Internal process performance 
Independent variable 
b* Std.Err. b Std.Err. t(422) p-
value 
Servant leadership 0,529 0,041 0,468 0,036 12,851 0,000 
R= ,52855669 R²= ,27937218 Adjusted R²= ,27768056 
F(1,426)=165,15 p<0,0000 Std.Error of estimate: ,88983 
N=428 
Source: Calculated by author 
(d) Influence of Servant leadership on learning and innovation 
performance 
Table 8.28, below, summarises the regression results of Servant leadership and 
the dependent variable learning and innovation performance.  
Table 8.28: Regression analysis of Servant leadership and learning and 
innovation performance of the balanced scorecard 
Dependent Variable: Learning and innovation performance 
Independent variable 
b* Std.Err. b Std.Err. t(422) p-value 
Servant leadership 0,582 0,039 0,486 0,033 14,775 0,000 
R= ,58207570 R²= ,33881212 Adjusted R²= ,33726003  
F(1,426)=218,29 p<0,0000 Std.Error of estimate: ,80302  
N=428 
Source: Calculated by author 
From Table 8.28, it is clear that servant leadership is a significant predictor of 
the dependent variable learning and innovation performance (F = 165.15; p < 
0.05), and explains 27.9 percent (R2 = 0.279) of the variance in the regression 
model. A significant and positive relationship between the two variables is 
further demonstrated by the results (b* = 0.529; p < 0.05). This result indicates 
that servant leadership behaviours will increase learning and innovation 
performance in the workplace. 
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8.8.7 Summary of regression results of Servant leadership and 
organisational performance 
The results of the regression analyses in this section indicate that servant 
leadership is a significant and positive predictor of all the variables constituting 
organisational performance. In this study, organisational performance was 
operationalised based on the balanced scorecard approach. The results, 
therefore, indicate that servant leadership behaviours will result in improving 
organisational performance across all four performance dimensions of the 
balance scorecard (financial, customer, internal process, and learning and 
innovation).  
8.9 HYPOTHESES TESTING FOR REGRESSION ANALYSIS 
Table 8.29, below, provides a summary of the hypotheses testing for the 
regression analyses presented in section 8.8.  
Table 8.29: Hypothesis testing for regression  
Hypothesis Outcome Method used 
H1a: There is a positive relationship between 
the Ubuntu leadership dimension of 
survival and employee engagement. 
Rejected 
Simple linear 
regression 
H1b: There is a positive relationship between 
the Ubuntu leadership dimension of 
spirit of solidarity and employee 
engagement. 
Accepted Simple linear 
regression 
H1c: There is a positive relationship between 
the Ubuntu leadership dimension of 
compassion and employee 
engagement. 
Rejected Simple linear 
regression 
H1d: There is a positive relationship between 
the Ubuntu leadership dimension of 
dignity and respect and employee 
engagement. 
Rejected Simple linear 
regression 
H2:  There is a positive relationship between 
Servant Leadership and Employee 
engagement. Accepted Simple linear 
regression 
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Table 8.29 (continued): Hypothesis testing for regression  
Hypothesis Outcome Method used 
H3a: There is a positive relationship between 
employee engagement and financial 
performance. Accepted Simple linear 
regression 
H3b: There is a positive relationship between 
employee engagement and customer 
performance. Accepted Simple linear 
regression 
H3c: There is a positive relationship between 
employee engagement and internal 
process performance. Accepted Simple linear 
regression 
H3d: There is a positive relationship between 
employee engagement and learning and 
innovation performance. Accepted Simple linear 
regression 
H4: There is a positive relationship between 
the dimensions of the Ubuntu 
Leadership style and the dimensions of 
organisational performance. 
Accepted for: 
Multiple 
regression 
Survival 
Spirit of solidarity 
Rejected for: 
Compassion 
Dignity and respect 
H5: There is a positive relationship between 
the Servant Leadership style and the 
dimensions of organisational 
performance.  
Accepted  Multiple 
regression 
 Source: Constructed by author 
From the summary provided in Table 8.29, it can be seen that no support was 
found for the hypothesised relationships between the independent variables 
survival, compassion and dignity and respect, and employee engagement. 
Based on the regression results in section 8.8, there is sufficient evidence to 
reject hypotheses H1a, H1c and H1d. The regression results further proved that a 
significant and positive relationship exists between spirit of solidarity and 
employee engagement. This finding provides clear evidence to support 
hypothesis H1b.  
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The relationship between servant leadership and employee engagement was 
found to be positive and significant, therefore, sufficient evidence exists to 
accept hypothesis H2. Significant and positive relationships were found to exist 
between the mediating variable employee engagement and all the dimensions 
of the balanced scorecard: financial performance, customer performance, 
internal process performance, and learning and innovation performance. Based 
on these results, it can be concluded that sufficient evidence exists to support 
hypotheses H3a, H3b, H3c, and H3d.  
The regression analyses showed mixed results for the unmediated influence of 
the dimensions of Ubuntu leadership on the dimensions of organisational 
performance of the balanced scorecard. Survival and spirit of solidarity 
consistently showed a significant and positive relationship with all four 
dimensions of the balanced scorecard, and there is sufficient evidence to 
accept H4 for these two variables. The results further provided evidence to reject 
H4 for compassion and dignity and respect.  
Servant leadership was found to positively and significantly influence all the 
dimensions of organisational performance of the balanced scorecard, therefore, 
sufficient evidence exists to accept H5.  
8.10   INFLUENCE OF DEMOGRAPHIC VARIABLES 
• The biographical information of the respondents was collected in 
SECTION F of the questionnaire (see ANNEXURE A) to evaluate the influence 
of the demographic variables on the independent and mediating variables of the 
study. The demographic variables included age, gender, ethnic classification, 
highest qualification, position in the organisation, length of current employment, 
employment size of the organisation, organisation’s years in existence, and 
main activity of the organisation. The influence of the various demographic 
variables was analysed by means of one-way ANOVA tests. The post-hoc 
Scheffè test was used to identify significant differences between the means 
scores of the various categories within each demographic variable. Cohen’s d 
statistic was calculated for Scheffè test scores where significant differences (p < 
0.05) in means were found. Gravetter and Wallnau (2011:232) and Becker 
(2000) state that Cohen’s d effect size evaluations, in terms of practical 
significance, should be interpreted as:  
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• Small effect (d = 0.00 - 0.20) 
• Medium effect (d = 0.21 - 0.50) 
• Large effect (d = 0.51 – 2.00) 
The above guidelines were used in this study to interpret the practical 
significance of the results of the Scheffè test. To further interpret the influence 
of the demographic variables on the variables of the hypothesised model, the 
following hypotheses were formulated: 
H6: Age significantly influenced perceptions of leadership style and employee 
engagement. 
H7: Gender significantly influenced perceptions of leadership style and 
employee engagement. 
H8: Ethnic classification significantly influenced perceptions of leadership style 
and employee engagement. 
H9: Highest qualification significantly influenced perceptions of leadership style 
and employee engagement. 
H10: Position in organisation significantly influenced perceptions of leadership 
style and employee engagement. 
H11: Length of current employment significantly influenced perceptions of 
leadership style and employee engagement. 
H12: Employment size significantly influenced perceptions of leadership style 
and employee engagement. 
H13: Organisation’s years in existence significantly influenced perceptions of 
leadership style and employee engagement. 
H14: Main activity of the organisation significantly influenced perceptions of 
leadership style and employee engagement. 
8.10.1 Influence of age on variables 
Table 8.30, further below, summarises the impact of age on the different 
variables of the study. From Table 8.30, it is evident that the age demographic 
variable only influenced the employee engagement variable of the study (p < 
0.05). The p-value of 0.043 indicates that there is a statistically significant 
difference in the means of the respondent’s perceptions of employee 
engagement, based on their age. A post hoc Scheffè was conducted to interpret 
the difference in means for the age variable, but revealed that there were no 
detectable significant differences between the mean scores. 
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Table 8.30: ANOVA for age 
Variable F-value p-value 
Survival 0,928 0,448 
Spirit of solidarity 1,560 0,184 
Compassion 1,338 0,255 
Dignity and respect 1,235 0,295 
Servant leadership 0,747 0,561 
Employee engagement 2,490 0,043 
Source: Calculated by author 
8.10.2 Influence of gender on variables 
Table 8.31, below, summarises the ANOVA results to evaluate the impact of 
gender on the different variables of the study. 
Table 8.31: ANOVA for gender 
Variable F-value p-value 
Survival 0,431 0,650 
Spirit of solidarity 0,207 0,813 
Compassion 0,783 0,458 
Dignity and respect 0,257 0,773 
Servant leadership 1,496 0,225 
Employee engagement 0,062 0,940 
Source: Calculated by author 
From Table 8.31, it is evident that gender did not influence any of the variables 
of the study (p > 0.05).  
8.10.3 Influence of ethnic classification on variables 
Table 8.32, below, summarises the ANOVA results for the impact of ethnic 
classification on the different variables of the study. 
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Table 8.32: ANOVA for ethnic classification 
Variable F-value p-value 
Survival 0,205 0,936 
Spirit of solidarity 0,318 0,866 
Compassion 0,313 0,869 
Dignity and respect 0,721 0,578 
Servant leadership 0,215 0,930 
Employee engagement 1,071 0,370 
Source: Calculated by author 
From Table 8.32, it is evident that ethnic classification did not influence the 
variables of the study (p > 0.05). 
8.10.4 Influence of highest qualification on variables 
Table 8.33, below, summarises the impact of highest qualification on the 
different variables of the study. 
Table 8.33: ANOVA for highest qualification 
Variable F-value p-value 
Survival 0,509 0,801 
Spirit of solidarity 0,578 0,748 
Compassion 1,359 0,230 
Dignity and respect 1,097 0,363 
Servant leadership 0,389 0,886 
Employee engagement 0,810 0,563 
Source: Calculated by author  
From Table 8.33, it is evident that the respondents’ highest qualification did not 
influence any of the variables of the study (p > 0.05).  
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8.10.5 Influence of position in organisation 
Table 8.34, below, summarises the impact of the respondents’ position in the 
organisation on the different variables of the study. 
Table 8.34: ANOVA for position in organisation 
Variable F-value p-value 
Survival 0,686 0,602 
Spirit of solidarity 1,425 0,225 
Compassion 1,427 0,224 
Dignity and respect 1,812 0,126 
Servant leadership 1,030 0,391 
Employee engagement 3,569 0,007 
Source: Calculated by author 
From Table 8.34, it is evident that the position in the organisation variable only 
influenced the employee engagement variable of the study (p < 0.05). The p-
value of 0.007 indicates that there is a statistically significant difference in the 
means of the respondents’ perceptions of employee engagement, based on 
their position in the organisation. A post hoc Scheffè test was conducted to 
interpret the difference in means for the position in organisation variable. The 
results of the Scheffè test are summarised in Table 8.35, below.  
Table 8.35: Scheffè test for position in organisation for employee 
engagement 
Position in organisation 1 2 3 4 Mean 
1. Operator/Hourly employee     5,470 
2. Supervisor/Team leader 0,615    5,667 
3. Middle management 0,247 0,988   5,748 
4. Top management 0,033 0,322 0,513  6,145 
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Table 8.35 (continued): Scheffè test for position in organisation for 
employee engagement 
Position in organisation 1 2 3 4 Mean 
5. Professional 0,992 0,970 0,828 0,174 5,546 
N = 428 
SD = 0.932  
Cohen’s d = 0.724 
 Source: Calculated by author 
The results of the Scheffè test presented in Table 8.35 indicate that a 
statistically significant difference (p = 0.033) exists between the position in 
organisation variable for the operators/hourly employees (mean = 5.470) and 
respondents in top management (mean = 6.145) categories. Cohen’s d statistic 
was calculated using the total standard deviation of 0.932 for all categories of 
position in organisation. Cohen’s d result shows a relatively large effect of 
0.724, indicating that top management reported significantly and practically 
higher levels of employee engagement when compared to operators/hourly 
employees. 
8.10.6 Influence of length of current employment 
Table 8.36, below, summarises the impact of the respondents’ length of current 
employment on the different variables of the study.  
Table 8.36: ANOVA for length of current employment 
Variable F-value p-value 
Survival 0,561 0,641 
Spirit of solidarity 1,183 0,316 
Compassion 0,833 0,476 
Dignity and respect 0,917 0,433 
Servant leadership 0,328 0,805 
Employee engagement 2,556 0,055 
Source: Calculated by author                                                                         
From Table 8.36, it is evident that the length of current employment variable did 
not have a significant influence on any of the variables of the study (p > 0.05).  
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8.10.7 Influence of employment size of the organisation 
Table 8.37, below, summarises the impact of employment size of the 
organisation on the different variables of the study.  
Table 8.37: ANOVA for employment size of the organisation  
Variable F-value p-value 
Survival 1,216 0,303 
Spirit of solidarity 0,689 0,559 
Compassion 1,566 0,197 
Dignity and respect 1,646 0,178 
Servant leadership 1,161 0,324 
Employee engagement 4,172 0,006 
Source: Calculated by author 
Table 8.37 clearly demonstrates that the employment size of the organisation 
variable only influenced the employee engagement variable of the study (p < 
0.05). The p-value of 0.006 indicates that there is a statistically significant 
difference in the means of the respondents’ employee engagement, based on 
the employment size of the organisation in which they are employed. A post hoc 
Scheffè test was conducted to interpret the difference in means for the 
employment size of the organisation variable in relation to employee 
engagement. The results of the Scheffè test are summarised in Table 8.38, 
below.  
Table 8.38: Scheffè test for employment size of organisation for employee 
engagement 
Employment size of organisation 1 2 Mean 
1. 1 - 49 Employees 
  
5,416 
2. 50 - 199 Employees 0,006  5,787 
3. 200+ Employees 0,082 0,477 5,651 
N = 428 
SD = 0.932 
Cohen’s d = 0.397 
 Source: Calculated by author 
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From Table 8.38, the results of the Scheffè test indicate that a statistically 
significant difference (p = 0.006) exists between the employment size variable 
for organisations with one to forty-nine employees (mean = 5.416), and 
organisations with 50 to 199 employees (mean = 5.787). Cohen’s d statistic was 
calculated, and revealed a medium effect of 0.397. This indicates that 
employees in medium-sized organisations (50 – 199 employees) significantly 
and practically exhibit higher levels of employee engagement when compared 
to employees in small organisations (1 – 49 employees).   
8.10.8 Influence of organisation’s years in existence 
Table 8.39, below, summarises the impact of the organisation’s years in 
existence on the different variables of the study.  
Table 8.39: ANOVA for organisation’s years in existence 
Variable F-value p-value 
Survival 3,160 0,025 
Spirit of solidarity 2,186 0,089 
Compassion 1,382 0,248 
Dignity and respect 2,090 0,101 
Servant leadership 4,073 0,007 
Employee engagement 1,198 0,310 
Source: Calculated by author 
Table 8.39 reveals that the organisation’s years in existence variable has a 
statistically significant influence on the survival (p = 0.025) and the servant 
leadership (p = 0.007) variables of the study (p < 0.05). Post hoc Scheffè tests 
were conducted to interpret the difference in means for the organisation’s years 
in existence variable in relation to survival as the dependent variable. The 
results for the Scheffè test are summarised in Table 8.40, further below. 
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Table 8.40: Scheffè test for organisation’s years in existence for survival 
Organisation’s years in existence 1 2 3 Mean 
1. 1 - 4 years 
   
5,378 
2. 5 - 9 years 0,569   5,785 
3. 10 - 19 years 0,854 0,056  5,141 
4. 20 years + 0,928 0,044 0,978 5,216 
N = 428 
SD = 1.349 
Cohen’s d = 1.915 
 Source: Calculated by author 
From Table 8.40, the results of the Scheffè test indicate that a statistically 
significant difference (p = 0.044) exists between the organisations that have 
existed for five to nine years (mean = 5.785), and organisations that have 
existed for twenty or more years (mean = 5.216). Cohen’s d statistic was 
calculated, and revealed a relatively large effect (d = 1.915). This indicates that 
employees in organisations that have been in existence for five to nine years 
perceived significantly and practically more survival behaviours in their leaders, 
as opposed to respondents from organisations that have been in existence for 
20 or more years. The results of the Scheffè test for organisation’s years in 
existence on servant leadership are summarised in Table 8.41, below. 
Table 8.41: Scheffè test for organisation’s years in existence for Servant 
leadership 
Organisation’s years in existence 1 2 3 Mean 
1. 1 - 4 years 
   
5,531 
2. 5 - 9 years 0,847   5,757 
3. 10 - 19 years 0,673 0,095  5,241 
4. 20 years + 0,446 0,015 0,990 5,191 
N = 428 
SD = 1.182 
Cohen’s d = 0.478 
 Source: Calculated by author 
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The results of the Scheffè test for organisation’s years in existence on Servant 
leadership, as presented in Table 8.41, show a statistically significant difference 
in the mean scores (p = 0.015) for organisations that have been in existence for 
five to nine years (mean = 5.757), and organisations that have been in 
existence for twenty or more years (mean = 5.191). A Cohen’s d value of 0.478 
indicates that organisation’s years in existence had a medium effect on 
perceptions of servant leadership. This result reveals that practically and 
significantly more servant leadership behaviours are perceived for organisations 
that are five to nine years old, when compared to organisations that are 20 
years or older.  
8.10.9 Influence of main activity of the organisation 
Table 8.42, below, summarises the impact of the main activity of the 
organisation on the different variables of the study.  
Table 8.42: ANOVA for main activity of organisation  
Variable F-value p-value 
Survival 3,423 0,000 
Spirit of solidarity 2,961 0,000 
Compassion 4,310 0,000 
Dignity and respect 3,479 0,000 
Servant leadership 2,114 0,013 
Employee engagement 1,835 0,036 
Source: Calculated by author 
Table 8.42 reveals that the main activity of organisation had a statistically 
significant influence on all the variables of the study (p < 0.05). While the 
significant impact of the main activities of organisations (type of industry) is 
acknowledged, the deeper analysis of the influence of the main activity of 
organisations per category is beyond the scope of this study. It is, therefore, 
suggested that this result is explored in future research studies.   
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8.11 HYPOTHESIS TESTING AND SUMMARY OF ANOVA FOR 
DEMOGRAPHIC VARIABLES 
Table 8.43, below, provides the interpretation and summary of hypotheses of 
the ANOVA tests for the influence of the demographic variables on the variables 
of the hypothesised model.  
Table 8.43: Hypothesis testing for ANOVA 
Hypothesis Outcome 
H6: Age significantly influenced perceptions of 
leadership style and employee engagement. 
Accepted for influence on: 
Employee engagement 
Rejected for influence on: 
Survival 
Spirit of solidarity 
Compassion 
Dignity and respect 
Servant leadership 
H7: Gender significantly influenced perceptions of 
leadership style and employee engagement. 
Rejected 
H8: Ethnic classification significantly influenced 
perceptions of leadership style and employee 
engagement. 
Rejected 
H9: Highest qualification significantly influenced 
perceptions of leadership style and employee 
engagement. 
Rejected 
H10: Position in organisation significantly influenced 
perceptions of leadership style and employee 
engagement. 
Accepted for influence on: 
Employee engagement 
Rejected for influence on: 
Survival 
Spirit of solidarity 
Compassion 
Dignity and respect 
Servant leadership 
H11: Length of current employment significantly 
influenced perceptions of leadership style and 
employee engagement. 
 
 
Rejected 
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Table 8.43 (continue): Hypothesis testing for ANOVA 
Hypothesis Outcome 
H12: Employment size significantly influenced 
perceptions of leadership style and employee 
engagement. 
Accepted for influence on: 
Employee engagement 
Rejected for influence on: 
Survival 
Spirit of solidarity 
Compassion 
Dignity and respect 
Servant leadership 
H13: Organisation’s years in existence significantly 
influenced perceptions of leadership style and 
employee engagement. 
Accepted for influence on: 
Survival 
Servant leadership 
Rejected for influence on: 
Spirit of solidarity 
Compassion 
Dignity and respect 
Employee engagement 
H14: Main activity of the organisation significantly 
influenced perceptions of leadership style and 
employee engagement. 
Accepted 
 Source: Constructed by author 
8.12 SUMMARY AND CONCLUSIONS 
This chapter presented the empirical results of the study and examined six 
hypothesised relationships between the study variables. The reliability results 
showed that the measuring instrument reliably measured the different variables. 
The tests of unidimensionality confirmed the underlying factor structure of the 
variables, and that each variable measure only a single construct, as intended. 
The chapter further discoursed upon the results of the descriptive statistics that 
described the sample being studied. Two statistical techniques were utilised to 
test whether the hypothesised relationships between the variables actually 
exist. Through regression analysis, it was revealed that only the spirit of 
solidarity dimension of Ubuntu leadership has a positive influence on employee 
engagement. Servant leadership was found to have a significant and positive 
influence on employee engagement.  The regression results further proved that 
employee engagement has a significant and positive influence on all the 
dimensions of the balanced scorecard for organisational performance.  
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The analyses of the unmediated influence of the dimensions of Ubuntu 
leadership on organisational performance dimensions revealed that only the 
survival and spirit of solidarity dimensions positively influence organisational 
performance. A significant and positive relationship was found to exist between 
servant leadership and the dimensions of organisational performance. This 
chapter provided empirical evidence that Ubuntu leadership and Servant 
leadership are not distinct concepts, as the variables are highly correlated. 
Finally, the chapter analysed the influence of the demographic variables on the 
study variables. 
The next chapter discusses the interpretation of the empirical results of this 
chapter and the managerial implications of the study. A discussion is offered on 
the empirical contribution of the study, as well as its theoretical contributions to 
the body of knowledge. The limitations of the study and opportunities for future 
research will also be elucidated upon in Chapter Nine. 
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CHAPTER NINE 
SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 
 
9.1  INTRODUCTION 
The previous chapter provided an analysis and interpretation of the empirical 
results of the study. The results included a discussion of the validity and 
reliability of the measuring instrument used, as well as the descriptive statistics 
of the sample. Through factor analysis, using tests of unidimensionality, it was 
confirmed that the various dimensions of the study variables are indeed related 
measures of the underlying factors that it intends to evaluate. Simple and 
multiple regression analyses were used to measure relationships between 
model variables. Furthermore, ANOVA was used to measure the relationships 
between the demographic variables and the independent and mediating 
variables of the study.  
 
This chapter presents a summary of the study, conclusions and 
recommendations. In addition, guidelines for improving the performance of 
organisations, based on the empirical findings of the study, are provided herein. 
The contributions and limitations of this study are highlighted thereafter, and 
areas for further research are suggested.  
9.2  BRIEF SYNOPSIS OF THE CHAPTERS  
This following section briefly summarises the nine chapters of the study. 
• Chapter One: Background and scope of the study 
This chapter introduced the study and gave a brief background of the various 
constructs comprising the study. The need for embarking on this research was 
also highlighted in this chapter; further, the problem statement, research 
objectives, and research questions were discussed in the chapter. The 
concepts of Ubuntu and Servant leadership, employee engagement and 
organisational performance were defined and clarified herein. The hypothetical 
model was introduced in this chapter, followed by a discussion of the research 
methodology employed in the study. This chapter concluded by providing the 
scope and delimitation of the study. 
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• Chapter Two: The business environment of the Eastern Cape 
This chapter analysed the macro-environment in which private organisations in 
the Eastern Cape of South Africa operate. The aim of the chapter was to 
contextualise the study. This was done by conducting an external assessment 
of salient factors that threaten or provide opportunities to privately owned 
businesses. The macro-environment was analysed using a PESTLE analysis to 
evaluate political, economic, social, technological, legal, and environmental 
factors.  
• Chapter Three: Theoretical overview of Ubuntu leadership 
This chapter reviewed the extant literature relating to the African concept of 
Ubuntu and its leadership implications. The social values of survival, solidarity, 
compassion, dignity and respect, caring and sharing, and interdependence 
were contextualised within a business management setting. From the literature, 
it became evident that leaders who embrace Ubuntu values and practices could 
potentially influence employee behaviour to improve organisational performance 
and better position South African organisations for global competitiveness.  
• Chapter Four: Theoretical overview of Servant leadership 
This chapter reviewed the literature on servant leadership as an emerging 
leadership style focussed on the growth and well-being of employees in the 
workplace. Various characteristics of effective servant leaders were uncovered 
and discussed, concluding with a summary of the characteristics most cited in 
academic literature. Servant leadership has proved to be effective in various 
cross-cultural settings, with a significant impact on employee engagement and 
organisational citizenship behaviours, both at an individual and team level. 
These positive behaviours and attitudes have a profound impact on 
organisational performance measures. 
• Chapter Five: Theoretical overview of employee engagement 
This chapter reviewed the literature relating to employee engagement by 
discussing its origin in the discipline of industrial psychology. Various models of 
engagement were reviewed. The chapter also clarified differences between 
similar concepts such as job engagement, organisation engagement, personal 
engagement, and work engagement. The chapter uncovered that employee 
engagement is characterised by employee experiences of psychological 
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meaningfulness, psychological safety and psychological availability, as well as 
feelings of vigour, dedication and absorption. It became evident that no specific 
engagement approach is superior, but the approach taken depends on what 
researchers and practitioners wish to establish.   
  
• Chapter Six: Hypothesised model of the impact of Ubuntu and Servant 
leadership on employee engagement and organisational performance 
The purpose of this chapter was to operationalise the research variables of the 
study, based on the hypothesised model. The dependent variable, 
organisational performance, was operationalised as consisting of four sub-
variables, based on the balanced scorecard approach. These sub-variables are: 
financial performance, customer performance, internal process performance, 
and learning and innovation performance. Employee engagement, as the 
mediating variable of the model, was operationalised based on the personal 
engagement and work engagement perspectives. Based on previous empirical 
studies, the relationship between employee engagement and the sub-variables 
of organisational performance were developed. Ubuntu leadership and Servant 
leadership were operationalised as the independent variables, and were posited 
to have a positive influence on employee engagement. 
• Chapter Seven: Research design and methodology 
This chapter elucidated the research design and methodology followed in this 
study. The two main research paradigms were considered in this chapter; the 
positivistic (quantitative) paradigm was adopted as the most appropriate 
paradigm for the study, based on the research questions, research objectives 
and the researcher’s background. The chapter further described the research 
design including the population and sample size, and sampling techniques that 
were applied. The chapter provided an overview of the data collection 
strategies, including the design of the questionnaire, response rate and how 
missing data was dealt with, as well as a discussion of the relevant data 
analysis techniques used in the study.  
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• Chapter Eight: Empirical results of perceptions regarding the impact of 
Ubuntu and Servant leadership on employee engagement in the 
workplace 
This chapter presented the empirical results of the study and examined six 
hypothesised relationships between the study variables. The reliability results 
showed that the measuring instrument reliably measured the different variables. 
The tests of unidimensionality confirmed the underlying factor structure of the 
variables, and that each variable measure only a single construct as intended. 
The chapter further presented the results of the descriptive statistics and 
summarised measures of central tendency and dispersion of the data. Various 
statistical techniques, including regression analysis and ANOVA, were utilised 
to test the hypothesised relationships between the model variables and the 
demographic variables.  
• Chapter Nine: Summary, conclusions and recommendations 
The final chapter of the study presents the summary, conclusions and 
recommendations of the research. General guidelines for organisational 
leadership, employee engagement and organisational performance are 
provided herein. The empirical and theoretical contributions, as well as the 
limitations and possible areas for future research, are discussed in this chapter.  
9.3 ACHIEVEMENT OF OBJECTIVES 
The primary objective of the study was to investigate perceptions regarding the 
impact of Ubuntu and Servant leadership on employee engagement in the 
workplace. This objective was achieved by evaluating the perceptions of 428 
employees of privately-owned organisations in the Eastern Cape. The findings 
revealed nine statistically significant relationships between variables that 
leaders should take cognisance of in order to increase employee engagement 
and organisational performance. Table 9.1, below, illustrates how the secondary 
objectives of the study were met.  
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Table 9.1: Achievement of secondary objectives 
Objectives How and where it was achieved 
To conduct a literature review on 
Ubuntu leadership, servant 
leadership and employee 
engagement. 
 
This objective was achieved through the detailed 
discussion of the theoretical foundations, definitions, 
approaches, dimensions and models of the topics of the 
study in the respective chapters. Recent secondary 
sources, from peer-reviewed journal articles, provided the 
necessary input to critically examine the topics. Chapter 
Three identified the origin and background, importance, 
value dimensions, previous empirical studies, ethical and 
cultural aspects, as well as the criticism and controversies 
surrounding Ubuntu leadership. Chapter Four identified 
the evolution and theoretical foundations of Servant 
leadership. In addition, the chapter discussed the 
importance of this leadership style, the theoretical 
dimensions and comparison of previous models; it 
concluded with a review of the literature on how to create 
an enabling environment for Servant leadership and apply 
it in a cross-cultural setting. Chapter Five identified the 
definitions and evolution, five different perspectives, 
determinants, differentiation from adjacent OB constructs, 
and influence of demographic variables on employee 
engagement. Chapter Six operationalised the model 
variables of the study, and included a theoretical overview 
of organisational performance, as measured through the 
balanced scorecard. 
To develop a valid and reliable 
instrument to measure Ubuntu as a 
leadership construct. 
The measuring instrument for this study was developed 
using secondary sources from the theoretical overview 
provided in Chapters Three to Six, and from existing 
instruments. More importantly, a valid and reliable scale 
to measure Ubuntu leadership was established. Section 
7.6 shows the structure of the questionnaire developed to 
elicit perceptions of employees, in the Eastern Cape, 
relating to the constructs of the study.  
To empirically assess perceptions 
regarding the impact of Ubuntu and 
Servant leadership styles on 
employee engagement. 
This objective was achieved in Chapter Eight, in which 
the empirical results of the study were presented. The 
impact of Ubuntu and Servant leadership on employee 
engagement was demonstrated through hypothesis 
testing using regression analysis.  
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Table 9.1 (continued): Achievement of secondary objectives 
Objectives How and where it was achieved 
To develop a set of guidelines to 
improve organisational 
performance by integrating Ubuntu 
and Servant leadership practices 
with employee engagement 
initiatives. 
The achievement of this objective is demonstrated 
through the guidelines provided in section 9.7 of this 
chapter. The guidelines provided include general 
guidelines for organisational leadership, guidelines to 
foster an environment conducive to employee 
engagement in the workplace, and guidelines to improve 
organisational performance based on the balanced 
scorecard. 
Source: Constructed by author 
9.4 CONCLUSIONS ON THE PROBLEM STATEMENT AND 
RESEARCH QUESTIONS OF THE STUDY 
9.4.1 Conclusions on the research problem of the study 
The main research question of the study was framed as follows:  
To what extent can the concepts of Ubuntu and Servant leadership be utilised 
by organisational leaders to engage employees, in order to improve 
organisational performance?   
As evidenced by Table 9.1, extensive literature reviews were conducted on 
Ubuntu leadership, Servant leadership, employee engagement and 
organisational performance. The premise that contemporary leadership theory 
was developed primarily from western philosophy was coupled with the need to 
explore the indigenous African worldview of Ubuntu. The aim was to uncover 
the unique contribution that the African value system of Ubuntu could provide in 
order to more effectively manage organisations in the Eastern Cape province. 
Similarities between Ubuntu and western leadership styles raised a significant 
question as to the uniqueness of Ubuntu leadership when contrasted with 
comparable western leadership paradigms such as Servant leadership. For this 
reason, the study set out to compare Ubuntu leadership against Servant 
leadership in order to understand the extent to which the two leadership styles 
differ. More importantly, the discussion of these leadership styles centred on the 
behaviours required to engage employees in the workplace, with the 
consequential outcome of improving organisational performance.  
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The extent to which Ubuntu leadership, operationalised as a multidimensional 
construct, can be utilised to engage employees in the workplace is most 
pronounced through the dimension of the spirit of solidarity. Servant leadership, 
as a unidimensional construct, unequivocally increases the level of employee 
engagement. Increasing the level of employee engagement effectively 
increases both financial and non-financial dimensions of organisational 
performance, based on the balanced scorecard.  
9.4.2 Conclusions to the research sub-questions 
Table 9.2, below, presents a summary of the conclusions to the research sub-
questions that the study set out to answer. 
Table 9.2: Conclusions to the research sub-questions 
RQ1 
What is the relationship between Ubuntu leadership and employee engagement? 
• The relationship between Ubuntu leadership’s dimension of spirit of solidarity was found 
to increase employees’ level of engagement. Engaged employees are characterised by 
high levels of vigour, dedication and absorption in performing work tasks. 
• The relationship between Ubuntu leadership and employee engagement was established 
based on Social Exchange Theory (SET). In exchange for the resources provided by the 
leader and the employing organisation, employees bring different levels of themselves to 
their work role.  
• Ubuntu leadership fosters a collective mind-set and equality amongst employees which, 
in turn, gives employees a sense of being part of a bigger organisational community or 
part of a bigger whole (Poovan et al., 2006:23). Employees perceive themselves as 
citizens of the organisation and are, therefore, inclined to exhibit behaviours that are in 
the best interests of the organisation.  
• A spirit of solidarity supports cooperation and competitiveness, simultaneously, by 
allowing individuals to contribute their best efforts for the betterment of the entire team 
(Mangaliso & Damane, 2001:25).  
• The mechanism through which Ubuntu influences employee engagement further rests on 
the fact that the team can accomplish more than if each individual worked alone. 
Engaging leaders encourage collaboration by connecting employees and promoting a 
high team spirit (Schaufeli, 2015:48).  
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Table 9.2 (continued): Conclusions to the research sub-questions 
RQ2 
What is the relationship between Servant leadership and employee engagement? 
• The heightened focus of the servant leader on the needs of followers, increases 
employees’ level of energy, enthusiasm and stamina in the workplace.  
• The servant leader placing emphasis on the needs of followers also intensifies 
employees’ experiences of psychological meaningfulness, psychological safety, and 
psychological availability at work. 
• Relating the different dimensions of servant leadership to employee engagement, it is 
observed that aspects like courage, authenticity, forgiveness, accountability and 
stewardship make a relevant contribution to increased vigour (de Sousa & van 
Dierendonck, 2014:883).  
• Vigour refers to followers’ high levels of energy and resilience, the willingness to invest 
effort, not being easily fatigued, and persistence in the face of difficulties. The empirical 
evidence indicates that servant leaders not only stimulate positive energy levels in 
employees, but significantly increase engagement through high-quality relationships and 
social interactions (De Clercq et al., 2014:189). 
• Servant leaders provide direction through accountability, a broader and longer term vision 
through stewardship, and transparency through their authenticity. Several traits are 
unique to the servant leader’s motivation to serve, for example, humility and standing-
back (van Dierendonck, 2011). These factors, together with empowerment, have been 
identified as crucial in inducing engagement-related feelings of vigour, dedication and 
absorption (de Sousa & van Dierendonck, 2014:893).  
• It was established that the combination of humility and action in servant leaders is most 
effective in generating engagement at higher hierarchical leadership ranks in 
organisations. For managers working at lower operational levels in the organisation, the 
action side of servant leadership effectively generates engagement. Humble leaders 
showed the highest impact on follower engagement, regardless of hierarchical position 
(Sousa & van Dierendonck, 2015). 
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Table 9.2 (continued): Conclusions to the research sub-questions 
RQ3 
Does an Ubuntu leadership style influence organisational performance when mediated 
by employee engagement? 
• Exhibiting Ubuntu leadership behaviours influences employees’ general level of 
satisfaction, increases their level of discretionary effort and task performance, improves 
organisational commitment, and confidence, trust and loyalty are given to the leader. The 
result is that organisational leaders effectively harness Ubuntu to improve employee 
behaviours towards organisational performance.  
• In organisations with high levels of employee engagement, managers are held 
accountable by embedding organisational performance measures in the manager’s 
balanced scorecard (Gallup, 2013:107). The BSC is, therefore, used as part of the 
manager’s job performance evaluation criteria.  
• Ubuntu leadership’s dimension of solidarity helps employees derive a sense of 
importance and meaningfulness from their work. This, in turn, leads to personal interest 
and engagement. Meaning in the workplace is seen as a means to cultivate employees’ 
motivation and attachment to work, thus resulting in engagement (May et al., 2004; 
Anitha, 2014). 
RQ4 
Does a Servant leadership style influence organisational performance when mediated 
by employee engagement?  
• Servant leaders provide employees with the necessary job resources that enhance 
psychological availability, improve social support, and develop engagement by providing 
assignments and experiences that are challenging. 
• Servant leaders further provide some control, autonomy, performance feedback, and 
allow for participation in decision making. These elements increase employees’ 
psychological safety which, in turn, increases discretionary effort towards reducing costs 
and improving the service climate. Creating a service climate in the organisation drives 
contact employees’ behaviours towards customer satisfaction and loyalty.  
• The results show that, in order to improve the desired employee behaviours and 
attitudes, managers should not only develop their servant leadership style, but also take 
individual needs into consideration, to improve psychological satisfaction (Ding et al., 
2012).  
• This psychological satisfaction fostered by feelings of engagement (vigour, dedication 
and absorption) becomes the mediating aspect through which the servant leader brings 
about improvements in the organisation’s performance. This is achieved through 
engaged employees who exert considerable effort towards meeting organisational 
objectives.  
• Servant leaders create supportive and trusting supervisor and co-worker relations 
through behaviours of empowerment, accountability, standing back, humility, authenticity, 
courage, interpersonal acceptance, and stewardship. These behaviours lead to 
employees experiencing psychological safety, which drives organisational performance 
through employee engagement (May et al., 2004). 
 331 
  
Table 9.2 (continued): Conclusions to the research sub-questions 
RQ5  
Does Ubuntu leadership have a significant direct influence on organisational 
performance?  
• Practicing Ubuntu values of survival and fostering a spirit of solidarity in the workplace 
leads to competitive advantage for organisations through increasing financial 
performance, customer performance, internal process performance, and learning and 
innovation performance.  
• The Ubuntu leader helps employees to rely on each other in order to increase 
effectiveness, and make sacrifices for the goals of the team. These sacrifices lead to 
considerable effort being applied in order to meet organisational performance objectives.  
• When Ubuntu values of solidarity are optimally applied by the leader, sustainable 
competitive advantage is derived from strong loyalty to group goals (Mangaliso & 
Damane, 2001:23).  
RQ6 
Does Servant leadership have a significant direct influence on organisational 
performance? 
• The empirical results indicated that servant leadership behaviours result in improving 
organisational performance across all four performance dimensions of the BSC (financial, 
customer, internal process, and learning and innovation performance).  
• It was established that servant leader behaviours predicted organisational performance 
as measured through profitability measures (Peterson, Galvin & Lange, 2012:565). 
• It was also found that servant leadership positively influenced customer performance by 
creating a genuine focus on the customer, and enhanced positive job outcomes and 
salesperson wellbeing (Jaramillo et al., 2009:269).  
• Through consideration for the needs of employees and providing the necessary training 
through seminars and workshops, servant leaders increase the knowledge capability of 
an organisation. This, in turn, increases the organisation’s knowledge and the resultant 
improvement in organisational performance (Choudhary et al., 2013:435). 
Source: Constructed by author 
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9.5 SUMMARY OF EMPIRICAL FINDINGS OF THE STUDY 
The following series of discussions provide a summary of the empirical findings 
of the study. 
9.5.1 Summary of empirical findings for the impact of Ubuntu leadership 
on employee engagement and organisational performance 
Ubuntu leadership, in this study, was operationalised as consisting of four 
dimensions: survival, spirit of solidarity, compassion, and dignity and respect. 
Figure 9.1, below, demonstrates the empirical findings of the impact of the 
dimensions of Ubuntu leadership on employee engagement and organisational 
performance. 
Figure 9.1: The impact of Ubuntu leadership on employee engagement 
and organisational performance  
Source: Constructed by author 
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From the empirical results illustrated by Figure 9.1, it can be concluded that only 
the spirit of solidarity dimension of Ubuntu leadership influenced employee 
engagement significantly and positively (H1b). The remaining dimensions of 
survival (H1a), compassion (H1c) and dignity and respect (H1d) were found to 
have no significant (NS) influence on employee engagement. The empirical 
results further revealed that survival and spirit of solidarity had a significant and 
positive influence on all four dimensions (financial performance, customer 
performance, internal process performance, learning and innovation 
performance) of organisational performance, based on the BSC (H4). The 
compassion dimension of Ubuntu leadership had a significant, but negative, 
influence on financial, internal process, and learning and innovation 
performance, and no significant influence on customer performance (H4). Figure 
9.1 also indicates that dignity and respect had a significant negative influence 
on customer performance, and no significant influence on financial 
performance, internal process performance, and learning and innovation 
performance (H4). The influence of employee engagement on organisational 
performance is included in the next section. 
9.5.2 Summary of empirical findings for Servant leadership’s impact on 
employee engagement and organisational performance 
Figure 9.2, below, presents a graphical summary of the influence of Servant 
leadership on employee engagement, and the direct and mediated influences 
on the dimensions of organisational performance. The influence of employee 
engagement on the dimensions of organisational performance are also 
demonstrated.  
Figure 9.2 below, shows that Servant leadership positively and significantly 
influences employee engagement (H2). It was further found that employee 
engagement has a significant and positive influence on all the dimensions of 
organisational performance (H3a – H3d). In addition, it was found that employee 
engagement mediates the relationship between Servant leadership and the 
variables of financial performance, customer performance, internal process 
performance, and learning and innovation performance of the BSC. Servant 
leadership, was found to positively and significantly influence all the dimensions 
of organisational performance (financial, customer, internal process, and 
learning and innovation performance) of the BSC (H5).  
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Figure 9.2: Summary of the impact of Servant leadership on employee 
engagement and organisational performance  
Source: Constructed by author 
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9.6 CONCLUSIONS AND RECOMMENDATIONS FOR 
STATISTICALLY SIGNIFICANT RELATIONSHIPS 
The following sections provide a discussion of the conclusions and 
recommendations for the statistically significant relationships found between the 
dimensions of Ubuntu leadership, Servant leadership, employee engagement, 
and the dimensions of organisational performance for organisations in the 
Eastern Cape.  
9.6.1  Conclusions and recommendations for the dimensions of Ubuntu 
leadership impacting employee engagement 
In this study, Ubuntu leadership was conceptualised as consisting of the 
dimensions of survival, spirit of solidarity, compassion, and dignity and respect. 
Only spirit of solidarity (H1b) was found to have a statistically significant and 
positive relationship with employee engagement. From this result, it appears 
that as spirit of solidarity leadership behaviours increase, the level of employee 
engagement accordingly increases in the workplace. The finding implies that 
individuals find their identity in finding others in the organisation, will exhibit the 
increased cognitive, emotional, and physical characteristics that the 
organisation requires to complete work tasks.  
The extent to which the leader treats employees as family members further 
increases the employees’ levels of vigour, dedication and absorption at work. 
Fostering a spirit of solidarity therefore increases employees’ level of energy, 
enthusiasm and stamina in the workplace. Leaders who connect employees 
and promote team spirit allow employees to get strongly involved in their work. 
Furthermore, these employees experience a sense of meaning, significance, 
inspiration, pride, and challenge. This finding further infers that leaders who 
increasingly encourage employees to contribute their best efforts for the 
betterment of the team, will increase employees’ full concentration and 
happiness in being engrossed in work tasks. A spirit of solidarity, therefore, 
increases employees’ perceptions that time passes quickly at work, perceptions 
of feeling carried away by what they do, and of finding it difficult to detach 
themselves from their work.  
Concurring with this finding, Lutz (2009:323) states that the application of 
solidarity to business involves not only perceiving the organisation as a set of 
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contracting relationships among individuals, but viewing the as a community 
with a purpose. The leadership role of fostering a spirit of solidarity is, therefore, 
to also foster the common good of the community. Mangaliso and Damane 
(2001:23) similarly concluded that Ubuntu values of solidarity must be 
optimised, as sustainable competitive advantage is derived from strong loyalty 
to group goals.  
Based on the findings outlined above, it is recommended that: 
• Managers should draw employees together to accomplish complex tasks 
and achieve difficult goals collectively, as opposed to individually. It is 
recommended that quality circles and mission-directed team concepts are 
explored to improve the effectiveness of problem-solving. Six sigma 
methodology makes extensive use of project teams for problem-solving; this 
methodology is, therefore, recommended.  
• Managers should further help employees understand their role in the context 
of the collective organisation, and not in terms of the individual physical or 
psychological contributions they have to offer. The common understanding 
is that, together, the team can accomplish more than if each member works 
individually. 
• Organisational leaders should mould a spirit of solidarity by assisting 
employees to feel part of the organisational community and, therefore, see 
the organisation as an extension of the employee’s family. Tasks and 
projects should be structured to diminish the “I” and augment the “We”, thus 
creating a greater sense of collective accomplishment. To further enhance a 
spirit of solidarity, it is recommended that company stationery and 
notifications display slogans of solidarity, for example, ‘Simunye’ that 
translates to ‘we are one’.  
• Collective goal accomplishment should be followed by celebrations, 
collective singing, celebratory rituals and incorporating the individual’s 
family, where possible. These ceremonies and celebrations create a 
pleasant work environment, and cultivate a sense of trust and belonging. 
Happiness and harmony should be fostered in the spirit of solidarity. 
• Managers and Human Resource practitioners should link reward systems to 
team performance and, to a lesser extent, to individual performance.  
• Organisational leaders should acknowledge relationship ties between 
individuals and, whenever practical, these should be taken into account 
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when formulating company policies such as recruitment, placement, 
promotion, transfer, reward and discipline.  
9.6.2  Conclusions and recommendations for Servant leadership 
impacting employee engagement  
Servant leadership, conceptualised in this study as a one-dimensional 
construct, was found to have a significant and positive influence on employee 
engagement (H2). These results suggest that organisational leaders who exhibit 
servant leader behaviours will increase employee engagement in the 
workplace. The finding further suggests that, when leaders focus their efforts on 
helping subordinates grow, their subordinates will experience increased feelings 
of vigour, dedication, and absorption in the workplace.  
The increased focus on the needs of followers will, in turn, increase employees’ 
levels of energy, enthusiasm and stamina in the workplace. In addition, the 
results suggest that focussing on the needs of followers heightens the sense of 
meaningfulness, psychological safety, and psychological availability that 
employees experience at work. This finding is in line with previous studies that 
found that higher employee engagement scores were reported for organisations 
with more servant leaders (Whorton, 2014:127). Similarly, van Dierendonck et 
al. (2014:555) and van Dierendonck and Nuijten (2011:261) concluded that 
servant leadership is a strong predictor of employee engagement, as servant 
leaders act to satisfy employee needs.   
Based on the above conclusions, it is recommended that: 
• Managers should pay significant attention to serving employees and 
satisfying their psychological needs for growth and development. It is 
recommended that HR personnel ensure that each employee has an 
individual development or career plan. These formal plans should form part 
of annual performance reviews and identify the progress made towards 
employees’ development and growth objectives.  
• Employees should be empowered through nurturing attitudes of proactivity 
and self-confidence; through this, a sense of personal power is derived. 
• Employees should be held accountable for performance on aspects that are 
within their control, and the leader should ensure that expectations are 
always clear. HR practitioners should, therefore, ensure that employees’ job 
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descriptions and actual tasks are continuously audited to show good 
alignment.  
• Managers should provide the necessary support and recognition to 
employees, and move to the background when tasks are completed 
successfully. It is recommended that managers use departmental and 
company gatherings to acknowledge achievements and give credit to 
employees for exceptional performance.  
• Managers should acknowledge their individual limitations and deficiencies, 
and encourage contributions from followers in order to overcome 
shortcomings. It is recommended that performance feedback to managers 
should include 360-degree feedback from subordinates. In addition, 
workplace skills audits should be completed regularly, so as to maintain a 
good perspective of the talents of employees in relation to the manager’s 
weaknesses that are identified in performance appraisals.  
• Managers should maintain authenticity through good alignment between 
their true-self, as their primary role, and their professional capacity, as their 
secondary role. This entails that managers and supervisors exhibit 
behaviours where commitments and intentions run congruent to each other, 
both privately and publicly.  
• Managers should act courageously by relying on their values and 
convictions to mediate their actions. The leader should address old 
problems proactively, by challenging the status quo and finding new and 
novel solutions. Problem solving training provided by leadership 
development and HR practitioners should, therefore, include elements of 
creativity and innovative thinking.  
• Managers should empathise with employees and find ways to view 
situations from the employee’s perspective. The primary focus should be on 
forgiving employees’ offenses, thus creating an organisational atmosphere 
of acceptance and trust.  
• Managers should go beyond merely being caretakers of the organisation, 
but act as role models and lead by example. In this way, employees are 
stimulated to act in the common interests of the larger organisation.  
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9.6.3  Conclusions for employee engagement influencing the 
dimensions of organisational performance of the balanced 
scorecard 
The results indicate that the one-dimensional construct of employee 
engagement significantly and positively influenced all four variables of 
organisational performance. This finding suggests that heightening the fulfilling 
and positive work-related state of mind experienced by engaged employees, will 
improve organisational performance. This finding is in line with the findings of 
previous studies (Harter, 2002; Hewitt Associates, 2004; Schaufeli & Bakker, 
2004; Saks, 2006; Xanthopoulou et al., 2007; Whorton, 2014). Organisational 
performance was conceptualised as a multi-dimensional construct in this study, 
and consists of the dimensions of financial performance, customer 
performance, internal process performance, and learning and innovation 
performance. This conceptualisation was based on the balanced scorecard 
approach that evaluates organisational performance across a balanced range of 
financial and non-financial measures. The following sections discuss the 
influence of employee engagement on each of the dimensions of the balanced 
scorecard; it concludes with recommendations for the improvement of employee 
engagement in the workplace. 
(a) Financial performance 
The results show that employee engagement has a significant and positive 
influence on financial performance (H3a). This finding suggests that financial 
performance is predicted to increase as employees become more engaged in 
the workplace. Profitability is the most common measure of the different 
financial measures used to assess the impact of human resource aspects such 
as employee engagement on organisational performance (Paauwe, 2009:135). 
Accordingly, the questionnaire elicited perceptions of profitability in order to gain 
insights into the financial performance dimension of the BSC. The implication is 
that increasing meaningfulness, psychological safety, and the psychological 
availability of employees will, in turn, improve the organisation’s ability to 
increase income and minimise expenses. This finding is supported by similar 
results in previous studies (Harter et al., 2002:276; Schneider et al., 2009). 
Employee engagement contributes to increased profitability through employees 
exerting discretionary effort to increase revenue and reduce costs (Shuck et al., 
2011).  
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(b) Customer performance 
The results indicate that employee engagement positively and significantly 
influences customer performance (H3b). This relationship reveals that customer 
performance is predicted to increase as employee engagement increases in the 
workplace. Customer performance, in this study, was evaluated through items 
measuring perceptions of customer satisfaction (meeting and exceeding 
customer expectations), and customer loyalty (consistent and favourable 
purchase behaviour). This finding is consistent with previous studies indicating 
that engaged employees create an outstanding service climate that influences 
customers’ favourable intentions, attitudes, and cognitions towards the 
organisation’s products and services (Salanova et al., 2005:1224; Barnes & 
Collier, 2013:495). Engaged employees are strongly focussed on customer 
needs, and it gives customers a reason to return to the organisation when 
employees are in direct contact with customers (Harter et al., 2002; Devi, 
2009:3).  
(c) Internal process performance 
Internal process performance was evaluated by items measuring productivity 
(the ratio of process outputs to inputs) and quality (the sum of features and 
characteristics of a product or service that satisfy customer needs). From the 
empirical results, it is evident that employee engagement significantly and 
positively influences internal process performance (H3c). This result suggests 
that improving employee engagement will increase internal process 
performance related to productivity and quality. Previous studies concur, by 
stating that engaged employees are more resourceful and willing to go the extra 
mile and are, therefore, more productive (Bakker & Demerouti, 2008:216). Prior 
research has also proved that productivity is reduced when employees suffer 
burnout, which is an underlying mechanism of employee disengagement 
(Maslach et al., 2001). In terms of quality, previous research supports the 
findings of this study, by stating that engaged employees exhibit a high concern 
for quality (Salanova, Llorens, Cifre, Martínez & Schaufeli, 2003; Kataria et al., 
2013:59). The proficiency with which engaged employees complete work tasks 
leads to higher quality and productivity, which enhances overall organisational 
performance (Kataria, Garg & Rastogi, 2014:49). 
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(d) Learning and innovation performance 
Employee engagement was found to significantly and positively influence the 
learning and innovation performance dimension of the balanced scorecard 
(H3d). This finding suggests that organisations have increased capacity to 
improve on past performance, and adapt to change, when employee 
engagement is increased. Organisational learning hinges on engaged 
employees who acquire new knowledge and skills, and effectively apply this in 
the organisation in order to achieve competitive advantage. This finding is 
consistent with previous studies that revealed engagement results in 
employees’ proactive behaviour in taking personal initiative (being innovative) 
and pursuing learning goals (Sonnentag, 2003:525). Similarly, Hakanen et al. 
(2008:81) found that personal initiative had a positive impact on work-unit 
innovativeness over time. Organisations expect employees to be engaged in 
their work, show initiative and be innovative (Schaufeli & Salanova, 2007). 
Organisational innovation is, therefore, widely regarded as critical in improving 
organisational performance (Aragón-Correa et al., 2007:349).  
9.6.4 Recommendations for the creation of an enabling environment for 
employee engagement to improve organisational performance 
Based on the conclusions drawn out in the preceding section, the following is 
recommended to create an enabling environment for employee engagement: 
• Sufficient organisational and social support should be provided to 
employees in order to maintain their positive state-of-mind, which is 
characterised by vigour, dedication and absorption. Social support is 
provided to employees through positive work relations with co-workers, and 
with supervisors, through coaching and feedback. Organisational support 
involves providing the necessary job resources to efficiently complete tasks.  
• Managers and supervisors should provide employees with sufficient latitude 
to exercise job control and autonomy when performing tasks. Employees 
should be given opportunities to participate in decision-making. 
• Through recruitment and selection, managers and HR practitioners should 
ensure that employees experience work as meaningful by aligning 
employees’ personal values with their job role. This ensures that there is 
adequate job fit, which allows employees to experience physical and 
emotional comfort in their work.  
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• Managers should allow employees the freedom to change the design and 
content of their jobs by choosing tasks, or negotiating different job content.  
• Managers should create a positive work climate through displaying trust-
building behaviours of open communication and openness to new ideas.  
• Managers should ensure that in-role work tasks present an appropriate level 
of challenge to employees. Tasks that are perceived to be too challenging or 
unachievable will lead to minimal effort being applied. Tasks that are 
perceived to be unchallenging lead to boredom and, ultimately, 
disengagement. To this end, HRM strategies such as job rotation, job 
enrichment and job enlargement can create the necessary challenge to 
employees, as they increase motivation and stimulate learning and 
development. 
• Managers should create an environment in which employees take personal 
initiative by arranging working conditions with sufficient motivating and 
energising resources that engage employees. 
9.6.5 Conclusions and recommendations for dimensions of Ubuntu 
leadership impacting the dimensions of organisational 
performance 
The survival, spirit of solidarity, and compassion dimensions of Ubuntu 
leadership were found to have a significant influence on the selected 
dimensions of organisational performance. The conclusions for these three 
dimensions are discussed below. 
(a) Survival 
The empirical results show that the survival dimension has a significant and 
positive relationship with the variables (financial performance, customer 
performance, internal process performance and learning and innovation 
performance) of organisational performance (H4). This finding suggests that 
leaders who exhibit survival behaviours of sharing resources based on a mutual 
concern for existence, will increase organisational performance. This is in line 
with previous studies that found that providing job resources by focussing on 
employees’ needs intrinsically motivates employees, as it fosters their 
development, learning and growth (Bakker, 2011:266). This increased 
motivation leads to employees exerting discretionary effort towards achieving 
organisational performance goals (Harter et al., 2003; Macey & Schneider, 
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2008a). In organisational contexts, it is therefore recommended that survival 
should be expressed through the leader’s generosity and concern for the 
interests and needs of others in the organisation. This reliance and collective 
belief results in a view that survival is only possible through brotherly care, 
rather than individual self-reliance. It is further recommended that resources are 
pooled, efforts are applied collectively, and a sense of community is created.  
(b) Spirit of solidarity 
The Ubuntu leadership dimension of spirit of solidarity was also found to 
significantly and positively influence the financial performance, customer 
performance, internal process performance and learning and innovation 
performance dimensions of the BSC (H4). From this finding, it can be concluded 
that leadership behaviours that bring about cohesion amongst team members, 
place emphasis on collective goal achievement, and create a culture of 
empowerment and teamwork will increase organisational performance. In line 
with this finding, Poovan et al. (2006:24) similarly concluded that a spirit of 
solidarity leads to a collective mind-set amongst employees that improves 
organisational competitiveness. The solidarity spirit of Ubuntu simultaneously 
supports cooperation and competitiveness by allowing individuals to contribute 
their best efforts for the betterment of the entire team (Mangaliso & Damane, 
2001:25). Based on the results of the study, it is recommended that leaders 
create a team culture that values a “we” mind-set over an “I” mind-set, and 
foster a sense of togetherness in the workplace.  
(c) Compassion 
The compassion dimension of Ubuntu leadership was found to have a 
significant, but negative impact on three of the four dimensions (financial 
performance, internal process performance and learning and innovation 
performance) of organisational performance (H4). From this finding, it can be 
concluded that leader behaviours of compassion will lead to a reduction in these 
measures of organisational performance. No previous empirical studies could 
be found that specifically compare the Ubuntu dimension of compassion to 
organisational performance dimensions. The finding, however, appears to 
contradict previous research findings by Cameron, Bright and Caza (2004:783) 
who compared the universally understood notion of compassion to 
organisational performance. These researchers concluded that compassion is a 
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function of organisational virtuousness, and has a positive relationship with 
profitability, customer retention, quality and innovation.  
The behavioural theories of leadership hold that the leader’s high attention to 
the need for satisfying relationships leads to a warm and friendly work 
environment, but not necessarily to improved organisational outcomes 
(Hellriegel et al., 2012:380). The behavioural theory explains the negative 
relationship between compassion and the dimensions of organisational 
performance. Sigger et al. (2010:37) concur, by stating that managing 
organisations based on Ubuntu values drive leaders to make sacrifices for the 
team, but at the expense of overall performance. It is, therefore, the view of the 
author that the negative relationship between compassion and the dimensions 
of organisational performance comes about through this negative connotation. 
Van Dierendonck and Patterson (2015:122) explain that compassionate love 
may be perceived as strange within the competitive context of most 
organisations. George (2014:10) clarifies this phenomenon by stating that 
organisations built on the premise of corporate capitalism, self-interest and an 
overriding focus on maximising returns for shareholders are often (albeit 
unintentionally) perceived as causing suffering (being uncompassionate) rather 
than alleviating it. 
(d) Dignity and respect 
A statistically significant and negative relationship was found between dignity 
and respect and customer performance (H4). This finding suggests that an 
increase in leadership behaviours of dignity and respect will result in decreased 
customer performance. The finding further infers that increasing objective 
consideration and regard for the values, rights and beliefs of employees 
decreases the ability of the organisation to meet or exceed customer 
expectations. Moreover, preserving human dignity by helping others, regardless 
of wealth or status, and managing employees in a more humane way appears 
to negatively influence customers’ favourable attitudes and repeat purchase 
behaviour (loyalty). This finding contradicts previous studies that suggest that 
treating employees with dignity and respect would increase employees’ 
commitment to organisational outcomes (Mangaliso & Damane, 2001:26). In 
addition, Rothmann and Rothmann (2010:3) state that employees who are 
treated with dignity and respect should derive a sense of meaningfulness from 
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work interactions, which leads to employee engagement. The negative 
relationship, however, can be understood through the behavioural theory of 
leadership. This theory holds that a leader with a high concern for people, but a 
low concern for production, will ultimately lead to low performance outcomes 
(DuBrin, 2012:117; Hellriegel et al., 2012:380).  
Customer performance appears to be influenced primarily through fostering a 
service climate and, to a lesser extent, by favourable customer contact 
personnel behaviours (Hee Yoon, Beatty & Suh, 2001). Customer performance 
is further influenced, by and large, through employees who are in direct contact 
with customers and not significantly by non-contact employees (Harter et al., 
2002; Devi, 2009:3). A favourable service climate is, therefore, created when 
employees in direct contact with customers perceive management to prioritise 
customer needs. Moreover, a study by Hee Yoon, Beatty and Suh (2001:515) 
found service climate to have a significantly stronger impact on work effort 
towards customer performance, than supportive management behaviours. 
Dignity and respect as a supportive leader behaviour would, therefore, be 
outweighed in organisations in which a negative service climate exists.  
Typically, employees in service-oriented environments like retail, hospitality, 
education and tourism have higher customer interaction, as opposed to product-
oriented environments like manufacturing (Heizer & Render, 2013:47).  In this 
study, a significant proportion of the respondents are from organisations with 
low direct interaction with customers. An example of this is the manufacturing 
organisations that constituted 14 percent of the sample of this study. The 
implication is, therefore, that employees in these product-oriented organisations 
would not accurately perceive customer performance influences, and could 
possibly perceive dignity and respect to have a negative influence on customer 
performance. 
9.6.6 Conclusions and recommendations for Servant leadership 
impacting the dimensions of organisational performance 
Servant leadership was found to positively and significantly influence the 
dimensions of organisational performance (financial, customer, internal process, 
and learning and innovation performance) of the BSC (H5). The results, 
therefore, indicate that servant leadership behaviours will result in improving 
organisational performance across all four performance dimensions of the BSC. 
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In line with this finding, a previous study found that servant leader behaviours 
predicted organisational performance as measured through the profitability 
metric of return on assets (Peterson et al., 2012:565). It was also found that 
servant leadership positively influenced customer performance by creating a 
genuine focus on the customer, and enhanced positive job outcomes and 
salesperson wellbeing (Jaramillo et al., 2009:269). The relationship between 
servant leadership and learning and innovation performance has also been 
established in previous studies. It was found that Servant leadership promotes 
learning in the organisation, through the leaders impact on the employees 
learning and growth (Bass, 2000:33). Through consideration for the needs of 
employees and providing the needed training through seminars and workshops, 
servant leaders increase the knowledge capability of an organisation. This, in 
turn, increases the organisation’s knowledge and results in an improvement in 
organisational performance (Choudhary et al., 2013:435). 
9.7 CONCLUSIONS AND RECOMMENDATIONS FOR 
STATISTICALLY INSIGNIFICANT RELATIONSHIPS 
Three statistically insignificant relationships were found between the model 
variables of the study. A brief discussion of the conclusions and 
recommendations related to these relationships are provided in this section. 
9.7.1 Conclusions for Ubuntu dimensions influencing employee 
engagement 
Based on the empirical results of the study, it is concluded that organisational 
leaders that exhibit Ubuntu leadership behaviours related to survival, 
compassion, and dignity and respect will not influence employee engagement.  
(a) Survival 
The relationship between the survival dimension of Ubuntu leadership and 
employee engagement was found to be statistically insignificant (H1a). The 
survival dimension requires the leader to expect employees to assist co-workers 
during crises. In addition, organisational resources are redistributed by the 
leader in order for the unit to successfully carry out its work. The respondents in 
this study, therefore, perceived that these activities will not bring about any 
changes in the attitudes and behaviours associated with engagement. This 
finding is in line with literature that suggests that individuals experience 
unwanted feelings and demonstrate negative behaviours as a result of giving up 
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personal needs in order to fit the role expected of them under Ubuntu (Swartz & 
Davies, 1997:291).  Based on the conservation of resources theory, people 
strive to acquire, retain, and preserve resources (Hobfoll, 1989). In instances 
where substantial personal resources have been invested without the 
associated return on investment, or when resources are threatened, individuals 
enter into a state of stress (Xanthopoulou et al., 2009:236).  
The interplay between job demands and job resources improves engagement 
only when employees perceive that job demands do not exceed job resources 
(Bakker & Schaufeli, 2014:3). It therefore stands to reason that, in order to 
engage, employees need the capacity to adapt to the increasing demands that 
the leader places on them to assist co-workers in times of crises. The same can 
be said for redistributing resources (for example, increasing working hours) 
when needed. It is further possible that, under these circumstances, job 
demands (characterised by role conflict, role ambiguity and time pressures) 
could counter-act the social support resources provided by the leader’s survival 
behaviours. It is, therefore, possible that in cases in which respondents are 
perceived to not have additional capacity to assist co-workers, or are unable to 
adapt, survival will have no impact on their level of engagement.  
(b) Compassion 
The relationship between the compassion dimension of Ubuntu leadership and 
employee engagement was found to be statistically insignificant (H1c). The 
Ubuntu dimension of compassion is characterised by the leader exhibiting 
actions of brotherly/sisterly care, concern, helpfulness, and empathy towards 
subordinates who have suffered or have experienced pain. This finding is in line 
with literature that suggests that compassionate leadership is a form of 
contingency leadership that only surfaces during personal or organisational 
crises (DuBrin, 2012:157). It is possible that some respondents have not 
experienced pain, organisational or personal disasters and, therefore, were not 
in a position to reflect objectively on whether these behaviours were displayed 
by their leaders. Given the sensitive nature of the events that would require 
compassion, it is possible that employees that suffer would be consoled 
privately; hence, respondents would remain oblivious to the leader’s 
compassion until they are affected directly.  
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(c) Dignity and respect 
An insignificant, but negative, relationship was found between dignity and 
respect and employee engagement (H1d). Dignity and respect based on Ubuntu 
values is demonstrated through the leader’s actions of holding employees in 
high regard, treating older employees with respect, being considerate of 
personal values and treating everyone humanely and equally. Based on the 
perceptions of the respondents, these behaviours do not have a significant 
impact on the balance between job demands and job resources that engage 
employees. Furthermore, respondents do not perceive dignity and respect to 
impact on the meaningfulness that they find in their work, and their 
psychological safety and availability in the workplace.  
The most pertinent time to exhibit dignity and respect in the workplace appears 
to be during times of conflict or disagreement on issues of race, age diversity, 
gender, and diversity in education (Poovan, du Toit & Engelbrecht, 2006:20). It 
is, therefore, possible that the essence of dignity and respect, as embedded in 
the Ubuntu value system, could not effectively be experienced by all 
respondents in this study. Furthermore, an enabler for the perception of the 
leader’s dignity and respect is a dignified organisational climate (Van Der Colff, 
2003:260). It is therefore possible that organisational climate played a 
significant role in how dignity and respect was perceived by the respondents in 
this study.  
9.7.2 Recommendations for insignificant relationships 
Based on the insignificant relationships found, the following is recommended: 
• To help employees overcome difficulties, leaders should be encouraged to 
exhibit brotherly/sisterly care towards employees when they experience 
personal or organisational crises. Cognisance should be taken of the 
perceptions that employees have of their existing workload. Only employees 
who have demonstrated the ability to adapt to the changes in job demands 
should be required to assist struggling co-workers.  
• Managers and supervisors should always make their expectations clear, and 
provide sufficient organisational resources to complete tasks. 
• Compassion should also be expressed publicly, so as to create an 
awareness that leaders share in employees’ painful experiences. Attending 
events like memorial services should be seen as opportunities to publicly 
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express compassion. Furthermore, managers should establish a special 
fund to assist employees, or the families of affected employees, when they 
experience disasters. 
• Leaders should be cognisant of employees’ personal values and always 
exercise authority humanely, with high regard for all employees regardless 
of age, gender, and level of education. This is particularly relevant during 
times of conflict and disagreement between management and employees. 
9.8 CONCLUSIONS AND RECOMMENDATIONS FOR THE 
SIGNIFICANT INFLUENCES OF THE DEMOGRAPHIC 
VARIABLES  
The demographic variables evaluated in this study included age, gender, ethnic 
classification, highest qualification, position in the organisation, length of current 
employment, employment size of the organisation, organisation’s years in 
existence, and the main activity of the organisation. 
9.8.1 Summary of the empirical findings related to the demographic 
variables of the study 
Table 9.3, below, presents a summary of the findings of the influence of the 
demographic variables on the dimensions of Ubuntu leadership, Servant 
leadership, and employee engagement. 
Table 9.3: Summary of the influence of the demographic variables 
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Age (H6) NS NS NS NS NS S 
Gender (H7) NS NS NS NS NS NS 
Ethnic classification (H8) NS NS NS NS NS NS 
Highest qualification (H9) NS NS NS NS NS NS 
Position in organisation (H10) NS NS NS NS NS S 
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Table 9.3 (continued): Summary of the influence of the demographic 
variables 
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Length of current employment (H11) NS NS NS NS NS NS 
Employment size of organisation (H12) NS NS NS NS NS S 
Organisation’s years in existence (H13) S NS NS NS S NS 
Main activity of organisation (H14) S S S S S S 
(NS = Not significant; S = Significant) 
Source: Constructed by author 
Table 9.3 indicates that the variables of age (H6), position in the organisation 
(H10), employment size (H12), and main activity of the organisation (H14) 
significantly influenced the perceptions of employee engagement. The 
organisation’s years in existence (H13) influenced respondents’ perceptions of 
survival and Servant leadership. The main activity of the organisation further 
had a significant influence on all the dimensions of Ubuntu leadership (survival, 
spirit of solidarity, compassion and dignity and respect) and Servant leadership. 
The following sections discuss the variables that were found to have a 
statistically and practically significant influence on the model variables. 
9.8.2 Age 
Age was found to have a statistically significant influence on employee 
engagement for the sample of this study (H6). The finding suggests that there is 
a difference in respondents’ perceptions of psychological meaningfulness, 
psychological safety and psychological availability in the workplace based on 
their age. The finding also suggests that, based on age, the respondents exhibit 
different levels of vigour, dedication and absorption in their work. The results 
could, however, not be interpreted to detect which specific age groups exhibited 
higher or lower levels of employee engagement. Notwithstanding this limitation, 
previous empirical studies have found a positive correlation between employee 
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engagement and age, and concluded that older employees are more likely to be 
engaged (Schaufeli et al., 2002; James, Swanberg & McKechnie, 2007; Reio & 
Sanders-Reio, 2011). In South African studies, positive relationships were also 
confirmed between age and work engagement (Coetzee & Villiers, 2010:42; 
Bezuidenhout & Cilliers, 2011:61).  
Based on the above finding and previous empirical studies, it is suggested that 
the employees’ ages are considered when leaders are managing the job 
resources and job demands of employees. Younger employees may experience 
more burnout, leading to decreased engagement. Psychological safety 
resources, in the form of co-worker support and trusting supervisor relations, 
should therefore be provided to counteract increased job demands. Supportive 
leader relationships foster feelings of psychological safety; this, in turn, 
increases the willingness of employees to become engaged.  
9.8.3 Position in organisation 
The results indicated that top management reported statistically significantly 
higher levels of employee engagement when compared to operators/hourly 
employees (H10). The effect size further revealed a practically large effect. This 
finding is in line with previous studies (James et al., 2007; Pitt-Catsouphes & 
Matz-Costa, 2008; Swanberg et al., 2011). The difference in employee 
engagement appears to be related to the lack of flexibility in work hours and 
schedule control experienced by operators/hourly employees (Richman, Civian, 
Shannon, Hill & Brennan, 2008:183). Employment conditions for 
operators/hourly employees are considerably influenced by the organisation’s 
need to contain direct labour costs. As direct labour is considered a variable 
cost, working hours are frequently adapted to align with production pressures 
and the associated shift work. This leaves operators/hourly employees with 
increased job demands and limited resources to manage their personal life and 
maintain a positive work-life balance.   
To this end, it is recommended that organisations explore means to improve 
workplace flexibility and perceived schedule control for operators/hourly 
employees. It is further recommended that supervisors are trained to provide 
the necessary support to effectively manage work schedules around 
employees’ needs. Intermittent changes in work schedules should be kept to a 
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minimum, with sufficient consultation with operators/hourly workers to minimise 
work-life conflict. 
9.8.4 Employment size 
The results indicated that employees in medium-sized organisations (50 – 199 
employees) exhibit statistically significantly higher levels of employee 
engagement when compared to employees in small organisations (1 – 49 
employees) (H12). The results further revealed a medium practical significance. 
Small organisations frequently experience resource constraints that may 
increase job demands and limit the availability of job resources. Furthermore, 
smaller organisations typically offer limited growth opportunities, career 
advancement opportunities, and task variety due to the repetitive nature of 
production work (Coetzer & Rothmann, 2007:34). The absence of these 
resources has been found to reduce employee engagement (Rothmann & 
Rothmann Jr, 2010:4). It is therefore recommended that smaller organisations 
increase job variety by exploring job design concepts of job enlargement, job 
enrichment and job rotation. A formal skills development plan should be 
established to ensure that sufficient opportunities for learning and growth exist.  
9.8.5 Organisation’s years in existence 
The results revealed that the organisation’s years in existence has a statistically 
significant influence on perceptions of the survival dimension of Ubuntu 
leadership, and on perceptions of servant leadership (H13).  
(a) Survival 
The results indicate that employees in organisations that have been in 
existence for five to nine years perceived significantly more survival behaviours 
in their leaders, as opposed to respondents in organisations that have been in 
existence for 20 years or more. A relatively large practically significant effect 
size was found for this demographic group. Based on this finding, it is 
recommended that leaders in organisations that have existed for 20 or more 
years increase their expectations of employees to assist each other during 
times of crises. Leaders should be supportive of employees who are 
experiencing personal hardship, and see these events as opportunities to be of 
service to the employee. It is also recommended that leaders make personal 
sacrifices, where possible, in order for their units to achieve objectives. 
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(b) Servant leadership 
The statistical results revealed that significantly more servant leadership 
behaviours are perceived by respondents in organisations that are five to nine 
years old, when compared to organisations that have been in existence for 20 
years or more. A medium practical effect size was found for the influence of 
organisation’s years in existence. Servant leadership is a relatively new 
approach to organisational leadership (Guillaume, Honeycutt & Cleveland, 
2013:708). It therefore stands to reason that older organisations with 
established leadership cultures may have challenges in adopting this leadership 
approach. For this reason, it is recommended that organisations aged 20 years 
or older engage in leadership development interventions to increase the 
prevalence of servant leadership behaviours.  
9.8.6 Main activity of the organisation 
The results revealed that the main activity of organisation (H14) had a 
statistically significant influence on the perceptions of the dimensions of Ubuntu 
leadership, Servant leadership, and employee engagement. The demographic 
profile of the respondents of this study was provided in Table 7.9 of Chapter 
Seven. The majority of the sampled respondents were from the retail sector 
(21%), followed by the financial/banking sector (18%). Manufacturing 
organisations (14%) had the third most respondents in the sample.  
In terms of the demographic variables influencing Ubuntu leadership, a previous 
study by Poovan et al. (2006) sampled retail and logistics employees. The 
authors concluded that Ubuntu values increased organisational effectiveness, 
when mediated by team effectiveness in these organisations. This is in line with 
the present study that concludes that certain dimensions of Ubuntu leadership 
improve organisational performance directly, and when mediated by employee 
engagement. Sigger et al. (2010:31) reported that the financial sector was the 
largest (46.9%) sector represented in their study. The authors noted that 
financial organisations reported higher mean scores on dimensions of Ubuntu 
when compared to non-financial organisations. This finding was attributed to the 
fact that employees in financial organisations were more familiar with 
completing administrative tasks, such as completing questionnaires. The 
authors further report that the sensitive nature of financial information may have 
influenced perceptions. The finding provides further support for the significant 
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influence of the main activity of the organisation on the Ubuntu leadership 
dimensions of this study.  
The main activity of the organisation further significantly influenced perceptions 
of Servant leadership. This finding appears to contradict the findings of Joseph 
and Winston (2005:14), who concluded that the main activity of the organisation 
did not influence perceptions of Servant leadership. The study by Joseph and 
Winston (2005), however, used a relatively small convenience sample of 69 
respondents, 74 percent of which were students. The sampling limitation, 
therefore, renders the external validity and representativeness of the findings 
questionable (Zikmund et al., 2009:277; Burgess, 2011:2).  
The impact of the main activity of the organisation was further found to have 
significantly influenced perceptions of employee engagement. Several studies 
concur with this finding for employee engagement across different sectors in 
South Africa. Coetzer and Rothmann (2007:34) concluded that manufacturing 
employees experience a level of work engagement above the national norm. 
Furthermore, a positive relationship was found to exist between ethical 
leadership, trust, and the work engagement of employees in retail, 
manufacturing and financial organisations (Engelbrecht et al., 2014:7).  
Based on the influence of the main activity of the organisation on dimensions of 
Ubuntu leadership, Servant leadership, and employee engagement, it is 
recommended that organisational leaders identify the unique challenges (job 
demands) presented by the type of activity that the organisation performs. The 
balance between job demands and job resources should be managed 
accordingly. It is recommended that employees be given learning opportunities, 
career advancement and growth opportunities, a variety of tasks, and social 
support from both supervisors and co-workers, to ensure that job resources 
exceed job demands. 
  
 355 
  
9.9 GENERAL GUIDELINES FOR LEADERSHIP IMPACTING 
EMPLOYEE ENGAGEMENT TOWARDS ORGANISATIONAL 
PERFORMANCE IN THE EASTERN CAPE 
Table 9.4, below, provides some general guidelines for organisational leaders to 
influence employee engagement in the Eastern Cape. 
Table 9.4: Leadership guidelines to improve employee engagement 
No. Organisational leaders should do the following when dealing with employees: 
1. Encourage organisational units to achieve goals collectively. 
2. Foster an atmosphere of togetherness at work. 
3. Treat employees as one would members of one’s own family. 
4. Make decisions based on the consensus of the unit. 
5. Conduct himself/herself as one of the employees in the workplace. 
6. Try to learn from the criticism expressed by others. 
7. Encourage employees to use their talents at work. 
8. Remain tolerant towards employees who have offended him/her. 
9. Enjoy colleagues’ success more than his/her own. 
10. Take risks even when there is uncertainty of support from superiors. 
11. Emphasise the societal responsibility of employees’ work. 
12. Show true feelings regarding work matters.  
13. Stay in the background while giving credit to others.  
14. Take risks in doing what is believed to be the right thing to do.  
15. Hold employees accountable for their work performance. 
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Table 9.4 (continued): Leadership guidelines to improve employee 
engagement 
No. Organisational leaders should do the following when dealing with employees: 
16. Find it easy to forget errors of the past.  
17. Be open about personal weaknesses at work. 
18. Have a long-term vision for the unit. 
19. Admit mistakes to superiors. 
20. Encourage employees’ career advancement. 
21. Hold employees responsible for the work that they carry out. 
  
Table 9.4, above, includes Ubuntu leadership guidelines for the spirit of 
solidarity dimension (1 – 5) and Servant leadership guidelines (6 – 21).   
Table 9.5, below, provides some general guidelines to improve employee 
engagement for organisations in the Eastern Cape. 
Table 9.5: General guidelines to foster employee engagement in the 
workplace  
No. Organisations should create a workplace environment where employees: 
1. Perceive time to pass quickly.  
2. Feel strong and dynamic.  
3. Find their jobs inspiring. 
4. Find it difficult to detach themselves from their work.  
5. Are able to work for sustained periods of time. 
6. Are not afraid to be themselves.  
7. Are enthusiastic about their work.  
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Table 9.5 (continued): General guidelines to foster employee 
engagement in the workplace  
No. Organisations should create a workplace environment where employees: 
8. Keep trying to succeed, even in times of difficulty.  
9. Find tasks challenging in a positive way. 
10. Deal assertively with work problems.  
11. Find their job to be meaningful.  
12. Can confidently handle the physical demands of their job.  
13. Feel brave enough to express their opinions about work-related matters.  
14. Feel happy when working intensely.  
15. Consider their job activities to be valuable.  
 
Table 9.6, below, outlines some general guidelines to improve organisational 
performance based on the balanced scorecard. 
Table 9.6: General guidelines to improve organisational performance 
based on the balanced scorecard  
No. To improve financial performance, organisations should: 
1. Improve on profitability from the previous year. 
2. Be more profitable than other organisations in their sector.  
3. Consistently strive to minimise expenses. 
4. Use capital efficiently to generate sales/turnover. 
5. Reward its owners with sufficient returns on their investments. 
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Table 9.6 (continued): General guidelines to improve organisational 
performance based on the balanced scorecard  
No. To improve customer performance, organisations should: 
6. Consistently exceed customers’ needs and expectations.  
7. Mostly have customers that are satisfied with their products and/or services.  
8. Provide specialised products and/or services that are not available from competitors.  
9. Provide products and/or services that interest and excite customers.  
10. 
Provide products and/or services that customers are likely to recommend to friends 
and family. 
No. To improve internal process performance, organisations should: 
11. Increase outputs while keeping inputs the same.  
12. Maintain clear policies and procedures for how work is to be done. 
13. Use resources (e.g. labour, materials) efficiently to produce products and/or services.  
14. Offer consistently good quality products and/or services.  
15. Avoid producing defective products/services by doing things right the first time. 
No. To improve learning and innovation performance, organisations should: 
16. Utilise new information/products/processes to become more successful. 
17. Improve employee performance through training and development. 
18. Learn to benefit from both failure and success.  
19. Frequently introduce new products and/or services into the market 
20. Encourage employees to take initiative in solving work-related problems.  
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9.10 CONTRIBUTIONS OF THE STUDY 
It became evident that the influence of Ubuntu and Servant leadership on 
employee engagement in organisations in the Eastern Cape has not been 
clearly understood. This research has, therefore, made several significant 
contributions to the body of knowledge on these topics, as follows: 
• Although Ubuntu has been discussed at length in literature, empirical 
research on the topic is almost non-existent (Sigger et al., 2010; Shrivastava 
et al., 2014). It is therefore the opinion of the author that this study can be 
classified as one of the pioneering attempts to gather empirical evidence on 
how Ubuntu manifests in the workplace.  
• Ubuntu, as a unique African value system, was operationalised from a 
leadership perspective. This positioned Ubuntu as a determinant of 
employee engagement by targeting the most influential organisational role 
players, the leaders, towards improving organisational performance.  
• Ubuntu is frequently criticised for not being unique or significantly different to 
existing and established leadership styles. The high convergent validity of 
the dimensions of Ubuntu leadership and comparisons to Servant 
leadership, established in this study, provides some proof of its novel 
contribution towards leadership theory.  
• A highly reliable and valid measuring instrument was developed to evaluate 
Ubuntu from a leadership perspective. This is a major empirical contribution 
as, at the time, there were no reliable scales available in South Africa to 
measure Ubuntu leadership. 
• To the knowledge of the author, this study is the first of its kind to explore 
the relationship between Ubuntu and employee engagement; it is therefore a 
major theoretical contribution to the body of knowledge in the fields of 
leadership, organisational behaviour, and human resource management. 
• By exploring the relationship between Ubuntu and organisational 
performance, a further theoretical contribution is provided as this relationship 
offers the potential to broaden knowledge in the field of strategic 
management. 
• This study has validated the effective use of the balanced scorecard as a 
strategic mechanism for organisations to measure organisational 
performance. The guidelines and recommendations provided can be utilised 
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by organisational leaders to improve organisational performance across a 
balanced range of financial and non-financial measures.   
• Management theory and practices predominantly originate from euro-centric 
or western schools of thought. This study presents an afro-centric approach 
to organisational leadership, based on indigenous African knowledge 
systems.   
• It is envisaged that the results and recommendations of this study could be 
used to implement effective Ubuntu and Servant leadership strategies that 
could ensure the effective functioning of organisations through measures of 
the balanced scorecard. 
• The results of this study could also be replicated by leaders in other 
provinces so as to ensure the successful implementation of Ubuntu and 
Servant leadership. 
• The study used a sound and well-developed research design and 
methodology, which have been critically justified and applied. This can also 
be used by other similar studies to conduct empirical research in the field of 
Ubuntu and Servant leadership. 
• The measuring instrument and hypothetical model developed in this study 
can also be used by organisations in other provinces. 
• This study provided useful and very practical guidelines to organisations, 
which guide them towards ensuring the implementation of effective Ubuntu 
and Servant leadership strategies that could enhance organisational 
performance. 
• The recommendations and guidelines can further be utilised by leadership 
consultants for training organisational leaders, and by academic staff for 
teaching leadership in curriculum-based courses.  
9.11 LIMITATIONS OF THE STUDY 
The study has achieved the stated objectives, and identified the perceptions of 
Ubuntu and Servant leadership impacting on employee engagement in the 
workplace. As is the case for all research, however, the present study is not 
without limitations. It is therefore important to consider the following limitations 
when interpreting the findings and conclusions of the study: 
• The sampling frame was limited to organisations situated in the Eastern 
Cape and is therefore a geographical limitation to the study. 
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• Structured, close-ended questions were used in the questionnaire of the 
study. The quantitative research approach that was followed, therefore, 
limited the complexity of the Ubuntu value system to previous academic and 
anecdotal sources. The selected research approach was, therefore, limiting 
and conclusive.   
• The use of a convenience sample that consisted solely of affiliated members 
of particular Chambers of Commerce associations was a further 
methodological limitation. The sample was, therefore, not representative of 
the population of all organisations in the Eastern Cape, as not all 
organisations are affiliated to these bodies. The results should, therefore, 
not be generalised beyond the sample of the study.  
• Respondents were required to self-report on the extent of their engagement 
at work. The influence of common method variance should therefore be 
considered when interpreting the engagement data of this study. 
• As a result of self-reporting, a further limitation is the potential influence of 
social desirability bias for all the constructs of the study.  
• Disparities in the sample relating to age, position in organisation, 
employment size, organisation’s years in existence, and the main activity of 
each organisation influenced the perceptions of the respondents and the 
final results. 
• This study focussed on the four dimensions of Ubuntu most frequently found 
in academic literature. Similarly, only a selected number of dimensions were 
considered for Servant leadership, employee engagement and 
organisational performance. The ring-fencing of the selected dimensions is, 
therefore, a theoretical limitation of the study. 
 
Notwithstanding the above limitations, this study has made significant empirical 
and theoretical contributions, and is a vital step towards gaining insights into 
leadership factors that influence employee engagement in the Eastern Cape. 
Opportunities for future research have been identified, and are discussed in the 
next section. 
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9.12  RECOMMENDATIONS FOR FUTURE RESEARCH 
Based on the research process and findings of the study, the following can be 
recommended for future research: 
• Given the abstract nature of Ubuntu, it is suggested that the concept is 
further explored qualitatively or through a mixed-methods approach in order 
to deepen the understanding of the concept. It is the opinion of the 
researcher that the finer nuances of the dimensions of Ubuntu might be 
explored more effectively through focus group discussions, narrative 
research or qualitative case study methods.  
• Ubuntu extends beyond the four dimensions selected for inclusion in this 
study. Future studies may, therefore, consider the impact of the dimensions 
of collectivism, caring and sharing, humanness, and interdependence on 
employee engagement.  
• The study utilised a non-probability, convenience sample. To improve the 
representativeness of the sample, future studies should attempt to obtain 
databases from which probability samples of organisations throughout the 
Eastern Cape can be drawn.  
• It was found that the main activities of the sampled organisations had a 
significant influence on the perceptions of the model variables. While this 
was anticipated, it would be worthwhile to pursue the objectives of the study 
in specific sectors and industries.  
• The research instrument developed in this study could be improved and 
validated in future studies using samples beyond the Eastern Cape.  
• Servant leadership was included in this study to gain a perspective of a 
contemporary leadership style that appeared to be similar to Ubuntu 
leadership. While the unidimensionality of the dimensions of Ubuntu 
leadership and Servant leadership was proved, it would be recommended to 
establish methods of proving the discriminant validity of these two 
constructs. 
• It is further recommended that alternative leadership styles, like value-based 
leadership and ethical leadership, are used for comparison purposes.  
• There appears to be a shortage of studies focussing on employee 
engagement in small and medium-sized enterprises. It is therefore 
recommended that employee engagement is studied in these organisations. 
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9.13  CONCLUDING REMARKS 
The growth and welfare of private organisations form a pivotal part of the 
economic prosperity of any country. It is imperative that returns on investment 
of shareholders are maximised to ensure continued investment and the welfare 
of all stakeholders concerned. The most important role players in any 
organisation are its employees and the leaders that influence their behaviour 
towards meeting strategic objectives. Highly engaged employees are 
characterised by their vigour, dedication, and absorption in the workplace. 
Engaged employees drive financial performance, are productive and have a 
high concern for quality and satisfying the needs of customers. These 
employees are an irreplaceable source of much needed innovation to sustain 
competitive advantage.  
This study has provided valuable insights into the factors needed to create an 
enabling environment for employee engagement, towards increased 
organisational performance. The vital role played by organisational leaders in 
the engagement process cannot be overemphasised. As organisations in Africa 
face several unique challenges, the indiscriminate adoption of western 
leadership and human resource practices is far from ideal. It is therefore crucial 
to incorporate culturally-oriented indigenous knowledge in the management 
systems of organisations. It is the opinion of the author that this can be 
achieved by fostering and inculcating the spirit of Ubuntu in the workplace.   
9.14 REFLECTION ON LESSONS LEARNT 
This study has improved the understanding of the topics of leadership, 
employee engagement, and organisational performance. Much of the literature 
on Ubuntu was found to be philosophical and lacked empirical data. 
Furthermore, the topic of Ubuntu is deeply embedded in African culture and 
value systems. This posed a significant challenge to ensuring that the concept 
was accurately captured and operationalised. It became particularly relevant 
when face and content validity of Ubuntu’s underlying dimensions were 
pursued, as considerable time was spent to ensure that there is no overlap with 
adjacent constructs.  
A lesson learnt through this study was the critical review of academic literature 
and the consideration of different perspectives that often revealed opposing 
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views. Engaging with the literature was enriching and rewarding. In addition, 
relating theory to practice became instrumental to developing an understanding 
of the managerial and organisational impact of the topics of the study.  
The effective selection of the sampling frame and sampling method proved to 
be a further challenge. In addition, the actual fieldwork process and time 
required to collect and collate responses needed careful consideration. In this 
respect, the lesson learnt was to get deeper buy-in from respondents and target 
organisations, in order to improve response rates. In several instances, 
respondents failed to keep their commitment to participate in the study, and 
contingency plans had to be effected.   
The online administration of the questionnaire using the internet was the 
researcher’s first attempt at using web survey software (QuestionPro). 
Incomplete surveys and non-response required extensive follow-up. 
Fortunately, this was simplified through the survey management tools included 
in the software.   
The study further provided the opportunity to statistically analyse and interpret 
data. This was a first attempt at applying techniques of regression analysis and 
ANOVA with the STATISTICA software package. New techniques, including 
summating scales, remedying missing data, and interpreting factor loadings and 
other statistics, were learnt.  
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ANNEXURE A: COVER LETTER AND QUESTIONNAIRE 
 
 
 
 
 
 
 
 
 
 
Roger Muller 
Second Avenue Campus 
Department of Management Practice 
Tel: 041-5043862 
roger.muller@nmmu.ac.za 
 
                                                                                                                                                                     
PERCEPTIONS REGARDING THE IMPACT OF UBUNTU AND SERVANT 
LEADERSHIP ON EMPLOYEE ENGAGEMENT IN THE WORKPLACE 
                      
15 August 2016 
 
Dear Respondent 
 
Mr RJ Muller is a registered PhD student in the Department of Business Management at 
the Nelson Mandela Metropolitan University in Port Elizabeth. His empirical study 
focuses on the impact of Ubuntu and Servant leadership on employee engagement in the 
workplace.  This study is expected to provide useful insight into the leadership 
determinants that engage employees and improve organisational performance. 
  
All data sources will be treated confidentially and will be used for research purposes 
only. The majority of the data will be reported in statistical form and individual 
respondents will not be identified. Respondents remain anonymous. Thank you very 
much for your willingness and time to complete this questionnaire.  
 
Regards 
 
     
 
 
 
 Prof EE Smith  Dr. R Lillah     Mr RJMuller  
 Research coordinator Research coordinator             Researcher 
  
PO Box 77000 •   
Nelson Mandela Metropolitan University 
•Port Elizabeth • 6031 •  South Africa 
• http://www.nmmu.ac.za/busman 
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QUESTIONNAIRE 
 
SECTION A 
PRELIMINARY CRITERIA 
Please answer the following three questions by means of a cross (X) in the 
appropriate block, before proceeding to SECTION B. 
 
1 Is your organisation situated in the Eastern Cape Province? NO YES 
2 Is your organisation a for-profit organisation?  NO YES 
3 Do you have an immediate superior as your leader? NO YES 
 
Please proceed to SECTION B if you have answered YES to all three 
questions above. 
 
Please indicate by means of a cross (X) the extent to which you agree or 
disagree with the statements in the following sections. 
 
(1) Strongly disagree   (5) Agree somewhat  
(2) Disagree    (6) Agree 
(3) Disagree somewhat   (7) Strongly agree 
(4) Neutral 
 
 
SECTION B 
PERCEPTIONS REGARDING UBUNTU LEADERSHIP 
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1 Encourages our unit to achieve goals collectively. 1 2 3 4 5 6 7 
2 Goes out of his/her way to be helpful towards employees. 1 2 3 4 5 6 7 
3 Holds me in high regard.  1 2 3 4 5 6 7 
4 Assists employees if they are not coping with their work. 1 2 3 4 5 6 7 
5 Fosters an atmosphere of togetherness at work. 1 2 3 4 5 6 7 
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6 Treats employees older than himself/herself with respect. 1 2 3 4 5 6 7 
7 Shows a brotherly/sisterly concern for employees’  needs. 1 2 3 4 5 6 7 
8 Is considerate of my personal values. 1 2 3 4 5 6 7 
9 Sees personal hardship of employees as an opportunity to serve them.  1 2 3 4 5 6 7 
10 Treats employees as one would members of one’s own family. 1 2 3 4 5 6 7 
11 Is sensitive to employees’ personal problems. 1 2 3 4 5 6 7 
12 Distributes resources in a manner that enables the unit to carry out its work. 1 2 3 4 5 6 7 
13 Exercises authority in a humane manner.  1 2 3 4 5 6 7 
14 Listens intently when employees share painful experiences. 1 2 3 4 5 6 7 
15 Shows human kindness to employees by treating them as equals. 1 2 3 4 5 6 7 
16 
Is prepared to make personal sacrifices 
in order to achieve the goals of our 
unit/department. 
1 2 3 4 5 6 7 
17 Empathises deeply when employees feel pain. 1 2 3 4 5 6 7 
18 Makes decisions based on the consensus of the unit.   1 2 3 4 5 6 7 
19 Has deep concern for employees in times of difficulty. 1 2 3 4 5 6 7 
20 Sees himself / herself as one of us in the workplace. 1 2 3 4 5 6 7 
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SECTION C 
PERCEPTIONS REGARDING SERVANT LEADERSHIP 
 
 
 
 
 
MY LEADER… St
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1 Tries to learn from the criticism expressed by others. 1 2 3 4 5 6 7 
2 Encourages me to use my talents at work. 1 2 3 4 5 6 7 
3 Remains tolerant towards employees who have offended him/her. 1 2 3 4 5 6 7 
4 Appears to enjoy his/her colleagues’ success more than his/her own. 1 2 3 4 5 6 7 
5 Takes risks even when  not certain of the support from his/her own superior. 1 2 3 4 5 6 7 
6 Emphasises the societal responsibility of our work. 1 2 3 4 5 6 7 
7 Shows his/her true feelings regarding work matters.  1 2 3 4 5 6 7 
8 Keeps himself/herself in the background while giving credit to others.  1 2 3 4 5 6 7 
9 Takes risks in doing what he/she believes is the right thing to do.  1 2 3 4 5 6 7 
10 Holds me accountable for my work performance. 1 2 3 4 5 6 7 
11 Finds it easy to forget errors of the past.  1 2 3 4 5 6 7 
12 Is open about his/her weaknesses at work. 1 2 3 4 5 6 7 
13 Has a long-term vision for our unit. 1 2 3 4 5 6 7 
14 Admits his/her mistakes to his/her superior. 1 2 3 4 5 6 7 
15 Encourages my career advancement. 1 2 3 4 5 6 7 
16 Holds me responsible for the work I carry out. 1 2 3 4 5 6 7 
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SECTION D 
PERCEPTIONS REGARDING EMPLOYEE ENGAGEMENT 
 
 
 
 
 
 
AT WORK… St
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1 Time seems to pass quickly. 1 2 3 4 5 6 7 
2 I feel strong and dynamic.  1 2 3 4 5 6 7 
3 My job inspires me. 1 2 3 4 5 6 7 
4 I find it difficult to detach myself from the work I do.  1 2 3 4 5 6 7 
5 I am able to work for sustained periods of time. 1 2 3 4 5 6 7 
6 I’m not afraid to be myself.   1 2 3 4 5 6 7 
7 I am enthusiastic about what I’m doing.  1 2 3 4 5 6 7 
8 I keep trying to succeed, even in times of difficulty. 1 2 3 4 5 6 7 
9 I find my tasks challenging in a positive way. 1 2 3 4 5 6 7 
10 I deal assertively with work problems.  1 2 3 4 5 6 7 
11 My job is meaningful to me.  1 2 3 4 5 6 7 
12 I confidently handle the physical demands of my job.  1 2 3 4 5 6 7 
13 I’m brave enough to express my opinions about work-related matters.  1 2 3 4 5 6 7 
14 I feel happy when working intensely.  1 2 3 4 5 6 7 
15 I consider my job activities to be valuable. 1 2 3 4 5 6 7 
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SECTION E 
ORGANISATIONAL PERFORMANCE OUTCOMES 
 
 
 
 
 
MY ORGANISATION… St
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1 Consistently exceeds customer needs and expectations. 1 2 3 4 5 6 7 
2 Is more profitable than other organisations in this sector.  1 2 3 4 5 6 7 
3 
Utilises new 
information/products/processes to 
become more successful. 
1 2 3 4 5 6 7 
4 
Uses resources (e.g. labour, materials) 
efficiently to produce products and/or 
services. 
1 2 3 4 5 6 7 
5 Provides products and/or services that interest and excite customers. 1 2 3 4 5 6 7 
6 Has improved its profitability over the past year. 1 2 3 4 5 6 7 
7 Mostly has customers that are satisfied with our products and/or services. 1 2 3 4 5 6 7 
8 Provides products and/or services that are difficult for competitors to imitate. 1 2 3 4 5 6 7 
9 
Encourages employees to take the 
initiative in solving work-related 
problems. 
1 2 3 4 5 6 7 
10 Offers consistently good quality products and/or services. 1 2 3 4 5 6 7 
11 Learns to benefit from  both  failure and success. 1 2 3 4 5 6 7 
12 Maintains clear policies and procedures for how work is to be done. 1 2 3 4 5 6 7 
13 Uses capital efficiently to generate sales/ turnover. 1 2 3 4 5 6 7 
14 
Provides products and/or services that 
customers are likely to recommend to 
friends and family. 
1 2 3 4 5 6 7 
15 
Avoids producing defective product/ 
services by doing things right the first 
time. 
1 2 3 4 5 6 7 
16 Is able to increase outputs while keeping inputs the same. 1 2 3 4 5 6 7 
17 Improves employee performance through training and development. 1 2 3 4 5 6 7 
18 Consistently strives to minimise expenses.  1 2 3 4 5 6 7 
19 Frequently introduces new products and/or services into the market. 1 2 3 4 5 6 7 
20 Rewards its owners with sufficient returns on their investments. 1 2 3 4 5 6 7 
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SECTION F 
BIOGRAPHICAL INFORMATION 
 
Please indicate with cross (X) in the appropriate block. 
1. Age  
Years 20 - 29 30 – 39 40 – 49 50– 59 60+ 
Response 1 2 3 4 5 
 
2. Gender 
Female 1 
Male 2 
 
3. Ethnic classification 
Group African Coloured Indian White Other 
Response 1 2 3 4 5 
 
4. Highest qualification 
Grade 11 or lower 1 
Grade 12  2 
Post matric certificate 3 
National Diploma 4 
Bachelor’s degree  5 
Postgraduate degree/ diploma (e.g.Honours/ 
Masters) 
6 
Other (Please specify) 7 
 
5. Position in organisation 
Operator/Hourly employee 1 
Supervisor/ Team leader 2 
Middle management 3 
Top management 4 
Professional 5 
 
6. Length of current employment 
1 – 4 years 1 
5 – 9 years 2 
10 – 19 years 3 
20 years + 4 
 
7. Employment size of organisation 
 
1 - 49 1 
50 – 199 2 
200 + 3 
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8. Organisation’s years in existence 
  
 
 
 
9.        Main activity of organisation 
  
Retail 1  Transport 8 
Manufacturing 2  Energy 9 
Mining 3  Agriculture 10 
Financial/Banking 4  Tourism 11 
Hospitality 5  Information Communication Technology 12 
Education 6  Infrastructure development 13 
Health 7  Other (specify) 14 
 
 
     
Thank you for completing this questionnaire 
  
1 - 4 
years 
1  5 - 9 years 2  10 -19 
years 
3  20 years + 4 
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ANNEXURE B: PROFORMA ETHICS CLEARANCE 
 
 
ETHICS CLEARANCE FOR TREATISES/DISSERTATIONS/THESES  
 
Please type or complete in black ink  
 
FACULTY: Business and Economic Sciences 
SCHOOL/DEPARTMENT: Department of Business Management 
I, Prof EE Smith and Dr R Lillah the supervisors for Mr R Muller (192035150), a 
candidate for the degree of PhD (Business Management) with a 
treatise/dissertation/thesis entitled (full title of treatise/dissertation/thesis):  
 
Perceptions regarding the impact of Ubuntu and Servant leadership on 
employee engagement in the workplace 
considered the following ethics criteria (please tick the appropriate block): 
 
 
 
 YES NO 
1. Is there any risk of harm, embarrassment of offence, 
however slight or temporary, to the participant, third parties 
or to the communities at large?  
 X 
2. Is the study based on a research population defined as 
‘vulnerable’ in terms of age, physical characteristics and/or 
disease status? 
 X 
2.1 Are subjects/participants/respondents of your study:   
(a) Children under the age of 18?  X 
(b) NMMU staff?  X 
(c) NMMU students?  X 
(d) The elderly/persons over the age of 60?  X 
(e) A sample from an institution (e.g. hospital/school)?  X 
(f) Handicapped (e.g. mentally or physically)?  X 
3. Does the data that will be collected require consent of an 
institutional authority for this study? (An institutional 
authority refers to an organisation that is established by 
government to protect vulnerable people)   
 X 
FORM E 
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 YES NO 
3.1 Are you intending to access participant data from an 
existing, stored repository (e.g. school, institutional or 
university records)? 
 X 
4. Will the participant’s privacy, anonymity or confidentiality be 
compromised?  
 X 
4.1 Are you administering a questionnaire/survey that:   
(a) Collects sensitive/identifiable data from participants?  X 
(b) Does not guarantee the anonymity of the participant?  X 
(c) Does not guarantee the confidentiality of the participant and 
the data? 
 X 
(d) Will offer an incentive to respondents to participate, i.e. a 
lucky draw or any other prize? 
 X 
(e) Will create doubt whether sample control measures are in 
place? 
 X 
(f) Will be distributed electronically via email (and requesting 
an email response)? 
 
Note:  
• If your questionnaire DOES NOT request respondents’ 
identification, is distributed electronically and you request 
respondents to return it manually (print out and 
deliver/mail); AND respondent anonymity can be 
guaranteed, your answer will be NO.  
• If your questionnaire DOES NOT request respondents’ 
identification, is distributed via an email link and works 
through a web response system (e.g. the university 
survey system); AND respondent anonymity can be 
guaranteed, your answer will be NO. 
 X 
Please note that if ANY of the questions above have been answered in the 
affirmative (YES) the student will need to complete the full ethics clearance form 
(REC-H application) and submit it with the relevant documentation to the 
Faculty RECH (Ethics) representative. 
and hereby certify that the student has given his/her research ethical 
consideration and full ethics approval is not required.  
 
 
________________________    _________________ 
SUPERVISOR(S)       DATE 
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________________________    _________________ 
HEAD OF DEPARTMENT      DATE 
 
_______________________    _________________ 
STUDENT(S)        DATE 
 
Please ensure that the research methodology section from the proposal is 
attached to this form. 
Please note that by following this Proforma ethics route, the study will 
NOT be allocated an ethics clearance number.  
